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MEMORANDUM  TO: 


Branch  Directors 


This  report  on  the  support  services  in  the  Ministry 
was  made  under  the  guidance  of  a  committee  comprising 
the  Comptroller  of  Revenue,  the  Executive  Directors 
of  the  Assessment  and  Support  Services  Divisions  and 
myself.  The  project  team  members  were  chosen  to 
provide  good  knowledge  of  the  operations  of  the  Ministry 
and  undertook  the  work  on  a  full-time  basis. 

Ministry  managers  most  directly  affected  by  the 
study  were  involved  in  the  consideration  of  alter¬ 
native  courses  of  actions.  However,  the  recommendations 
reflect  the  direction  of  the  Steering  Committee. 

The  exception  is  the  recommendation  to  establish  a 
Ministry  level  Planning  and  Research  Branch.  Here 
the  Steering  Committee  decided  to  follow  the 
recommended  approach,  but  at  this  time  to  establish 
only  a  small  unit  to  be  called  the  Ministry  Policy 
and  Planning  Office.  This  unit  will  take  up  the 
planning  and  evaluation  responsibilities  set  out  for 
the  Branch,  and  will  examine  further  the  recommendation 
to  establish  a  larger  unit.  The  Policy  and  Planning 
Office  will  report  to  the  Deputy  Minister  and  will 
participate  in  the  implementation  process. 

Management  Board  approval  has  been  obtained  for  the 
implementation  of  the  endorsed  recommendations,  and 
work  has  already  been  started  in  several  areas.  We 
expect  the  implementation  will  take  several  months 
and  I  ask  you  to  provide  all  the  help  you  can  in  this 


work 


The  Ministry  has  been  given  increased  responsibilities 
in  the  last  few  years  and  we  have  given  the  support 
services  what  in  some  areas  is  a  new  charter  so  that 
the  Ministry  will  continue  to  meet  its  responsibilities 
as  excellently  as  it  has  in  the  past. 


D.  A.  Crosbie, 
Deputy  Minister 


Digitized  by  the  Internet  Archive 
in  2018  with  funding  from 
Ontario  Council  of  University  Libraries 
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INTRODUCTION 


This  draft  final  report  is  presented  to  inform  the 
Steering  Committee  of  the  work  done  by  the  project  team,  and 
to  submit  our  findings,  some  alternative  courses  of  action 
and  recommendations  to  improve  the  support  services  available 
in  the  Ministry.  It  reflects  the  direction  we  received  from 
the  Committee  following  the  review  of  our  interim  report. 

The  first  two  sections  of  the  report  cover  the  work 
done  and  to  be  done,  and  a  summary  of  the  recommendations. 

In  the  following  eight  sections  we  describe  for  each  of  the 
service  functions:  the  problems  found;  the  causes  of  the 
problems;  solutions  considered  and  the  factors  influencing 
the  choice  of  the  recommended  solutions.  The  section  titled 
"Organization  of  Services"  explores  different  ways  in  which 
the  Ministry  might  be  structured  in  the  future,  and  how  the 
services  units  might  be  organized  in  these  circumstances 
and  foreseen  circumstances. 

The  managers  of  all  Branches  and  units  in  the  Ministry 
have  been  helpful  and  co-operative.  We  appreciate  their 
help,  and  take  this  opportunity  to  commend  their  interest. 
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PROGRAM  OF  STUDY 


Work  on  the  study  has  been  in  three  main  stages: 

1.  identifying  the  services  required  by  all  units  of  the 
Ministry,  including  those  which  provide  a  service,  and 
problems  with  those  services; 

2.  reviewing  the  supply  of  services  and  the  apparent 
problems  identified  in  the  first  stage,  and  examining 
problems  identified  during  our  work  with  the  suppliers 
of  services; 

3.  considering  how  the  identified  problems  could  be  solved, 
by  reviewing  available  literature,  practices  of  other 
government  and  industrial  organizations,  and  by 
discussion  within  the  team  and  appropriate  Government 
agencies  outside  the  Ministry,  and  with  the  suppliers 

of  services . 

At  this  time  the  alternatives  have  been  reviewed 
with  the  managers  of  the  service  units;  some  firm 
recommendations  have  been  agreed,  and  some  work  has  been  done 
on  the  implementation  of  either  agreed  or  tentative  solutions 
to  problems . 


II 


SUMMARY  OF  FINDINGS  AND  RECOMMENDATIONS 


Our  interim  report  is  largely  on  the  work  done  towards 
meeting  the  second  objective  of  the  study,  which  is  an 
evaluation  of  the  provision  of  Support  Services.  This  work 
leads  on  to  the  development  of  recommendations  for  the 
organization  of  the  support  groups  in  the  Ministry. 

General  comment  on  satisfaction  with  the  delivery 
of  the  services  is  not  useful,  because  of  the  range  of 
Service  Branches  involved  and  also  because  of  the  different 
activities  within  Branches.  We  found  that  no  one  Branch  was 
generally  considered  to  be  providing  wholly  adequate  or 
inadequate  service. 

A  frequently  recurring  theme  is  the  need  to  clarify 
the  role  of  the  service  unit.  In  some  cases  it  is  based  on 
the  service  versus  control  responsibility,  in  others  it 
is  the  range  of  services  to  be  provided.  Another  recurring 
factor  is  the  shortage  of  resources  to  meet  increasing 
demands  for  service.  We  have  therefore  looked  for 
opportunities  to  free  complement. 

We  have  reported  on  eight  service  units. 

1.  Communications  Advisor 

The  role  of  this  unit  is  not  clearly  understood, 
the  heavy  workload  accepted  is  more  than  can  be  handled 
with  current  resources . 

We  have  made  recommendations  that  should  clarify 
the  control  aspect  of  its  role  and  that  of  the  program 
managers,  and  have  recognized  that  the  Ministry  office 
needs  specific  support. 


Ill 


2. 


Legal  Services 


General  satisfaction  with  service  was  found.  The 
workload  is  currently  heavy  and  expected  to  increase. 

The  availability  of  adequate  resources  and  back-up  for 
the  Director  is  a  potential  problem  which  we  have 
recommended  be  brought  to  the  attention  of  the  Deputy 
Attorney  General.  We  have  made  recommendations 
addressing  the  problems  of  in-house  expertise  in  the 
Assessment  area,  and  the  lack  of  thorough  legal  review 
of  interpretations  of  the  tax  acts. 

3.  Management  Systems 

Inability  to  service  all  units  of  the  Ministry  due 
to  the  heavy  workload  and  difficulties  with  the  supply 
of  personnel  is  a  problem;  the  workload  has  also  had 
some  adverse  effect  on  the  quality  of  the  work.  The 
responsibilities  of  the  Branch  and  the  users  of  the 
systems  must  be  clarified. 

We  have  recommended  more  formal  use  of  the  project 
team  concept  and  the  development  of  technical  standards 
within  the  Branch.  Our  recommendations  on  the 
responsibility  of  users  for  systems  include  the  full 
charge-back  of  all  systems  costs,  and  the  assignment 
of  full-time  E.D.P.  liaison  personnel  in  the  Field 
Services  Branch  of  the  Assessment  Division.  Changes 
have  been  suggested  for  the  Branch  structure  and  for  it 
to  be  included  in  the  Support  Services  Division. 

4.  Program  Analysis  and  Budget  Co-ordination 

We  recommend  that  reports  on  expenditure  variance 
analyses  be  prepared  and  published  on  a  regular  schedule 
for  the  benefit  of  senior  management  and  that  the  unit 
become  part  of  the  Ministry  Planning  and  Research  Branch. 
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5. 


Financial  Services 


We  found  satisfaction  with  services  requested  on  a 
non-routine  basis,  but  dissatisfaction  with  the  contents 
of  the  financial  expenditure  reports.  We  believe  the 
classification  of  the  position  relative  to  the 
responsibilities  of  the  Director  should  be  reviewed. 


Our  recommendations  are  designed  to  provide  financial 
expenditure  reports  with  more  up-to-date  data  including 
commitments,  and  to  concentrate  responsibility  in  the 
Branch  for  accounts  payable  and  R.S.T.  travelling  expense 
account  processing.  We  also  suggest  a  change  in  the 
Branch  structure,  dependant  on  the  implementation  of 
recommendations  affecting  the  Administrative  Services 
Branch . 


6.  Administrative  Services 

Comments  on  the  provision  of  services  were  found 
frequently  to  be  based  on  lack  of  knowledge  of  the 
constraints  imposed  on  the  Branch  by  central  agencies  of 
the  Government.  An  examination  of  work  on  accounts 
payable  was  done  as  requested. 


Our  recommendations  include  the  concentration  of 
responsibility  for  accounts  payable  processing  in 
Financial  Services  Branch,  and  the  transfer  of  the  Records 
Management  function  to  Administrative  Services.  We 
recommend  that  the  management  of  common  supplies  and, 
later,  custodial  stocks  by  MOGS  should  be  arranged, 
so  that  complement  and  space  can  be  freed,  and  the 
costing  of  programs  can  be  improved. 

If  these  recommendations  are  accepted  we  recommend 
the  merger  of  the  Financial  and  Administrative  Services 
Branches . 
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7. 


Personnel  Services 


General  satisfaction  with  recruiting,  classification 
and  staff  relations  services  was  expressed.  The 
workload  on  the  Branch  is  heavy. 

We  have  recommended  that  the  Branch  undertake  more 
work  in  the  development  of  the  human  resources  of  the 
Ministry,  specifically  in  staff  relations,  personal 
development  and  organizational  development.  We  have 
identified  changes  in  procedures  which  should  provide 
the  complement  to  undertake  this  work. 

8.  Planning  and  Research 

The  Assessment  Division  has  capacity  for  planning 
and  research  work  in  the  Assessment  Standards  Branch,  but 
the  resources  of  the  Revenue  Division  are  largely  dispersed 
throughout  its  Branches,  and  there  is  no  unit  organized 
to  provide  this  support  at  the  Ministry  level. 

We  have  recommended  that  the  complement  of  some  of 
the  personnel  engaged  on  planning  and  research  work  be 
reorganized  to  establish  a  branch  to  provide  support 
at  the  Ministry  level. 

The  Revenue  Research  Branch  should  also  be 
strengthened  to  undertake  intermediate  level  work.  While 
the  Assessment  Standards  Branch  will  give  up  some 
complement  to  the  Ministry  level  Planning  and  Research 
Branch,  no  major  change  is  recommended. 

We  consider  these  recommendations  to  be  most  important 
for  the  cohesive  operation  of  the  Ministry  and  also  to 
enhance  its  credibility  in  relation  to  other  Ministries 
and  jurisdictions. 
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REVIEW  OF  THE  CURRENT  COMMUNICATIONS  ACTIVITIES 


Prior  to  1974  the  Ministry  of  Revenue  was  without 
any  specialized  communications  staff  with  the  exception  of  the 
Assessment  Standards  Branch.  Consequently,  required  expertise 
was  obtained  on  a  project  or  retainer  basis. 


Currently  the  Minist 
with  a  staff  of  two  specialist 
reporting  to  the  Deputy  Minist 
the  Minister  and  Deputy  Minist 
the  Ministry.  Three  of  the  st 
There  is  an  information  servic 
Branch  comprising  21  permanent 
contract  staff.  In  addition, 
has  in-house  information  capab 
Division  previously  employed  a 
on  a  retainer  basis. 


ry  has  a  Communic 
s  and  two  support 
er  whose  function 
er  as  well  as  oth 
aff  are  on  short- 
es  section  in  the 
staff  and  a  vary 
the  Assessment  St 
ility  and  the  Ass 
public  relations 


ations  Advisor 
staff , 
is  to  serve 
er  areas  of 
term  contracts . 

GAINS/OTC 
ing  number  of 
andards  Branch 
essment 
specialist 


Our  interviews  with  all  senior  managers  failed  to 
identify  any  coherent  Ministry  position  on  communications. 

What  did  emerge  was  widespread  confusion  in  the  perception  of 
the  Communications  Advisor's  role.  Comments  both  commending 
and  complaining  about  the  nature  and  level  of  the  service 
were  received  and  it  is  our  impression  that  the  seeds  of 
serious  conflict  had  been  sown. 

In  examining  COGP  recommendations  concerning  the 
principles  of  planning  and  organizing  communications,  certain 
issues  arise  in  relating  these  to  the  current  Ministry  status. 
COGP  rejects  outright  the  concept  of  control  by  Ministries  by 
a  central  agency.  This  philosophy  is  extended  further  in  the 
suggestion  that  program  managers  should  be  responsible  and 
accountable  for  the  communications  components  of  their  programs. 
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It  goes  on  to  say  that  "sometimes  planning  responsibility, 
which  rightly  belongs  with  the  program  manager,  is  assumed  by 
the  Information  Branch.  Since  Information  Branches  often  are 
not  involved  in  the  initial  program-planning  phase,  their 
contribution  is  made  without  the  benefit  of  a  full  understanding 
of  the  program". 

This  particular  problem  is  evident  to  a  considerable 
degree  in  the  operations  of  the  GAINS/OTC  Branch.  It  is  a 
program  which  is  supported  by  a  well  developed  information 
network,  by  extensive  resources  and  a  philosophy  which  sees 
all  communications  responsibilities  as  being  those  of  the 
program  manager.  This  Branch  is  confident  and  does  not  request 
extensive  involvement  by  the  Ministry's  Communications  Advisor. 

The  information  capabilities  of  the  Succession  Duty 
Branch  is  in  direct  contrast  to  GAINS/OTC,  but  the  information 
requirements  are  nevertheless  substantial.  Active  involvement 
by  the  Communications  Advisor  is  welcomed  and  the  Director 
has  expressed  complete  satisfaction  with  the  service  received 
and  with  the  arrangements  which  have  been  established. 

Although  the  information  requirements  of  the 
Assessment  Standards  Branch  are  not  as  substantial  as  those 
of  GAINS/OTC,  regular  technical  publications  designed  primarily 
for  internal  distribution  are  required  to  be  produced.  In 
addition,  training  and  information  programs  utilizing  various 
media  are  prepared  periodically.  The  capacity  of  this  Branch 
to  meet  its  own  information  requirements  is  apparently 
adequate  and  the  assistance  of  the  Communications  Advisor 
has  not  been  requested. 
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The  scope  of  this  study  precludes  assessment  of 
management's  capabilities  or  success  in  the  area  of 
communications.  Our  study  suggests,  however,  that  interest 
and  skill  vary  widely  within  the  Ministry.  Skills  are  used 
periodically  to  respond  to  immediate  pressures  rather  than 
to  predetermined  requirements . 


Further,  we  are  unaware  of  any 
plans  to  upgrade  managers '  awareness  of  o 
communications.  The  normality  of  this  si 
in  COGP  report  number  7  which  quotes  one 
as  saying  that  "day-to-day  communications 
seem  to  take  precedence  over  the  longer  t 
needed  communications  programs". 


overall  training 
r  skills  in 
tuation  is  confirmed 
information  officer 
activities  always 
erm  development  of 
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COMMUNICATIONS  PLANNING 


We  directed  our  consideration  of  this  issue  to  the 
Ministry  level.  By  planning  we  mean  the  setting  of 
communications  objectives  and  budgets,  and  the  selection  of 
appropriate  techniques  to  meet  these  goals. 

It  appears  that  the  Communications  Advisor  and  his 
staff  intend  to  provide  both  planning  and  service  functions. 
In  spite  of  this  objective,  we  have  not  been  able  to  discern 
any  overall  Ministry  plan  or  strategy.  The  Communications 
Advisor  has  stated  that  he  has  little  time  to  plan  the 
activities  of  his  own  function,  let  alone  develop  an  overall 
Ministry  strategy  or  provide  a  planning  resource  to  all 
managers . 


If  it  is  accepted  that  planning  is  an  essential 
element  in  providing  adequate  means  of  communication  to  the 
public,  from  the  public,  with  other  Ministries  and  within 
this  Ministry,  then  success  is  dependent  upon  the  development 
of  well  disciplined  plans. 

What  the  Ministry  wishes  to  achieve  through 
communications  and  how  the  Ministry  sees  its  responsibilities 
to  communicate  to  taxpayers,  property  owners,  the  public  at 
large  or  its  employees  are  complex  questions.  We  propose 
only  to  suggest  some  mechanisms  and  matters  for  consideration, 
which  we  believe  may  facilitate  the  process  of  development. 

We  see  the  development  to  a  Ministry  position  on 
communications  and  the  execution  of  its  established  policies 
as  taking  place  in  the  following  sequence. 
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Maintenance  of  Status  Quo  During  Development 


We  suggest  that  the  current 
service  be  maintained  for  the  present 


status  of  communications 
with  the  exception  that: 


-  the  Communications  Advisor  allocate  a  speech 
service  the  Minister  and  Deputy  Minister; 


writer  to 


-  the  Communications  Advisor 
with  GAINS  but  continue  to 


s  office  limit  its  involvement 
support  the  Succession  Duty  Branch; 


-  the  Communications  Advisor  hand  over  most  of  the  service  work 
to  an  assistant  and  devote  himself  exclusively  to  development, 
or  vice  versa. 


Basic  Principles 

The  Ministry  will  need  to  develop  some  broad 
philosophies  to  guide  further  detailed  work.  Some  matters 
which  would  be  considered  are: 


-  whether  the  Ministry  has  a  communications  goal  to  keep  the 
general  public  informed  abouts  its  programs,  or  special 
interest  groups  informed  about  new  interests; 

-  the  intent  and  means  of  internal  communications; 


-  the  responsibilities  and  roles  of  the  program  manager  and 
the  Communications  Advisor. 


During  our  study  we  considered  s 
with  a  working  group  drawn  from  the  operat 
Communications  Advisor's  staff.  Our  exper 
group  was  that  the  pressure  of  daily  work 
interests  made  it  an  unsuitable  group  for 


ome  of  these  matters 
ing  units  and  the 
ience  with  this 
and  the  members’ 
a  task  of  this  nature. 


We  therefore  recommend  that 


1.1  The  Communications  Advisor  should  prepare  a 

statement  of  the  Ministry’s  communications  goals 
in  consultation  with  the  program  managers  for 
approval  by  the  Steering  Committee. 
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CONTROL  AND  SERVICE 


COGP  rejects  the  concept  of  central  control  of 
Ministries'  communications  activities.  Rather,  it  stresses 
the  need  to  separate  planning  resources  from  service  resources 
and  recommends  that  program  managers  be  "free  to  purchase  his 
planning  and  service  requirements  from  the  best  source 
available  either  within  or  outside  the  Government".  It  adds 
that  the  service  unit  should  reflect  needs  rather  than  control 
them. 

The  control  versus  service  role  of  the  Communications 
Advisor  in  this  Ministry  is  not  clearly  defined  or  understood, 
and  relations  in  certain  instances  are  showing  signs  of  strain. 
Aside  from  an  unpublished  directive  requiring  review  of  all 
contracts  or  agreements  relating  to  the  acquisition  of  external 
resources,  there  appears  to  be  no  policy  relating  to  the 
service  and  control  issue.  Different  patterns  of  activity  in 
different  programs  appear  to  have  evolved  as  a  result  of 
immediate  pressures,  program  visibility  and  senior  management 
interest . 


A  number  of  important  factors  are  accepted  in  the 


Ministry : 


(a)  The  operations  managers  are  responsible  and  accountable 
for  the  communications  activities  in  their  programs. 

(b)  The  co-ordination  of  branch  communications  objectives,  and 
plans  and  activities  at  the  Ministry  level  would  be  done 
by  the  Communications  Advisor. 

(c)  The  Communications  Advisor  would  prepare  a  Ministry 
communications  manual,  containing  guidelines  on 
procedures,  composition  and  content  for  routine 
publications . 
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(d)  Public  enquiries  of  a  general  nature  would  be  answered  by 
the  Communications  Advisor,  but  specific  enquiries  would 
be  directed  to  the  Branch  concerned. 

(e)  The  Advisor  and  his  staff  would  be  available  as  a  resource 
to  the  operating  units;  this  would  include  training 
personnel  in  the  operations  units. 

(f)  The  Communications  Advisor  would  require  more  staff  than 
presently  allotted  to  fulfill  the  role  described. 

(g)  When  the  Communications  Advisor  were  either  not  available 
or  not  able  to  help  the  operations  units,  then  budgeted 
funds  would  be  used  to  obtain  the  required  resources 
outside  the  Ministry. 

We  would  expand  on  items  (a)  and  (b)  to  have  the 
Advisor  work  with  each  operations  manager  to  develop  specific 
communications  programs  with  annual  objectives.  Further  the 
operations  units  would  be  required  to  consult  the  Communications 
Advisor  on  the  implementation  of  plans.  When  outside  resources 
are  to  be  used  the  requests  for  proposals  and  selection  of 
suppliers  would  be  done  through  the  Communications  Advisor. 

Although  the  Communications  Advisor  essentially  provides 
a  service,  it  would  also  be  a  responsibility  to  bring  the 
attention  of  any  official  to  any  action  f  his  which  might 
adversely  affect  the  Ministry.  This  is  a  form  of  control  which 
is  common  to  service  units  in  any  organization;  its  exercise  is 
a  measure  of  the  responsibility  of  the  service  unit  head. 

We  recommend  that 


1.2  The  Steering  Committee  confirm  that  Program 

Managers  are  responsible  for  the  communications 
activities  of  their  programs  and  that  Program 
Managers  are  required  to  consult  the 
Communications  Advisor  on  development  and 
implementation  of  their  communications  activities. 


9 


MINISTER  VS  MINISTRY  SUPPORT 


An  issue  raised  by  a  number  of  Ministry  managers 
relates  to  the  apparent  difficulty  the  Communications  Advisor 
has  in  allocating  resources  between  the  Minister  and  Deputy 
Minister  and  the  remainder  of  the  Ministry. 

One  manager  feels  the  two  roles  are  irreconcilable. 
Another  believes  the  "Ministry  will  suffer  at  the  expense  of 
the  Minister".  One  suggestion  is  that  this  conflict  might  be 
resolved  if  the  speech  writing  and  news  release  functions 
were  separated  completely  from  the  other  duties. 

We  think  that  a  complete  separation  of  the  roles 
would  lead  to  divergent  communications  procedures  and 
practices.  It  would  be  better  to  dedicate  one  member  of  the 
Communications  Advisor’s  staff  to  serve  the  Ministry  Office 
and  in  this  way  preserve  common  Ministry  communications 
practices . 


Careful  planning  by  the  Communications  Advisor, 
followed  by  the  presentation  to  the  Deputy  Minister  of  a 
plan  to  meet  the  objectives  of  the  section  should  reduce  the 
severity  of  the  problems  caused  by  competition  for  scarce 
resources.  Thereafter  the  normal  disciplines  of  management 
reporting  will  help  to  identify  potential  problem  areas 
where  additional  resources  may  be  temporarily  required. 
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COMPLEMENT 


The  current  complement  is  three,  and  there  are  two 
contract  staff  for  newspaper  clipping  work.  There  will  probably 
be  a  heavy  workload  over  the  next  two  years  while  the  Ministry 
and  program  communications  plans  are  developed.  Thereafter 
the  constant  workload  should  decrease,  with  peaks  at  budget 
time . 


The  current  staff  of  two  specialists  is  inadequate 
to  meet  the  demands  of  the  Ministry  office  and  operations 
managers,  at  a  time  when  several  Branches  do  not  have 
communications  programs.  We  have  also  suggested  that  one 
person  be  assigned  to  the  Ministry  office,  primarily  as  a 
speech  writer,  here  the  nature  of  the  work  suggests  a  contract 
employee  might  be  most  suitable.  The  newspaper  clipping 
service  appears  to  require  a  full-time  employee. 

In  the  circumstances  we  think  that  the  addition  of 
three  complement  positions  for  one  specialist,  one  newspaper 
clippings  clerk  and  one  clerk/typist  would  provide  the  unit 
with  an  adequate  base  of  permanent  staff.  Contract  staff 
would  have  to  be  engaged  for  the  initial  peak  period  when 
the  communications  program  is  being  defined. 

The  source  of  the  three  extra  complement  has  not 
been  identified.  We  did  not  review  the  activities  of  the 
Branch  communications  units,  but  these  could  be  reviewed 
with  the  object  of  identifying  activities  which  have  a 
lower  priority  than  the  establishment  of  a  viable  Ministry- 
level  communications  unit. 
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INTRODUCTION 


The  provision  of  common  legal  services  is  governed 
by  the  Ministry  of  the  Attorney  General  Act,  by  which  any 
employee  of  the  Government  who  is  a  member  of  the  Ontario  bar 
may  be  designated  an  employee  of  the  Ministry  of  the  Attorney 
General,  and  directives  of  Management  Board.  These  directives 
assign  the  responsibility  for  the  definition  of  required 
services,  the  organization  of  the  legal  services  units  in  the 
user  Ministries,  the  quality  of  services  and  the  management 
of  the  personnel  to  the  Assistant  Deputy  Attorney  General. 

The  user  Ministries  are  made  responsible  for  the  complement 
and  all  costs . 

In  these  circumstances  our  work  in  the  Branch  was 
almost  entirely  comprised  of  discussions  with  the  Branch 
Director . 
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Ministry  of  Attorney  General 
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BRANCH  ORGANIZATION  AND  ADMINISTRATION 


The  Branch  is  made  up  of  the  Director,  seven  legal 
officers  and  eight  secretarial  staff.  It  is  organized 
partially  on  a  client  service  basis,  but  primarily  the  staff 
are  a  resource  pool  reporting  directly  to  the  Director. 

We  think  this  form  of  organization  is  appropriate 
considering  that  only  seven  professional  personnel  are 
involved.  The  organization  structure  has  the  effect  of 
funnelling  most  of  the  work  of  the  Branch  through  the 
Director,  and  this  may  result  in  the  Director's  office 
becoming  a  bottleneck  when  the  volume  of  work  is  heavy. 

The  Director  told  us  that  the  professional  staff 
are  for  the  most  part  inexperienced,  and  that  the 
organization  facilitates  his  control  of  the  quality  of  work, 
and  his  training  method.  The  training  involves  the 
assignment  of  work  so  that  each  person  concentrates  on  the 
provision  of  service  to  one  user  Branch  for  an  appropriate 
period.  The  period  of  time  is  limited  so  that  no  one  person 
becomes  indispens ible ,  and  so  that  in  time  all  the  staff 
become  capable  of  serving  all  Branches  of  the  Ministry. 

There  is  no  policy  or  plan  for  the  continuing 
training  and  development  of  professional  staff  assigned  by 
the  Ministry  of  the  Attorney  General  to  provide  common  legal 
services  to  the  user  Ministries.  Neither  is  there  a  procedure, 
such  as  the  "employee  performance  appraisal"  system  in  use  in 
the  Ministry  ox  Revenue,  to  facilitate  the  administration  of 
all  the  personnel  by  the  Ministry  of  the  Attorney  General. 
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Personnel  are  assigned  to  the  Ministry  on  a  long-term 
basis,  and  therefore  the  administration  of  the  personnel  is  a 
concern  of  the  Ministry  because  it  will  affect  the  quality  of 
service  received  by  the  Ministry.  We  did  not  interview  the 
staff  of  the  Branch  and  we  do  not  know  how  the  lack  of  a 
development  plan  has  affected  their  effectiveness  and  morale. 
Similarly  we  do  not  know  whether  they  have  been  affected  by 
the  absence  of  an  employee  performance  appraisal  system  for 
their  unit  while  the  system  is  applied  to  all  the  Ministry 
people  around  them.  However,  we  are  concerned  that  the  lack 
of  formal  personnel  development  plans  will  lead  to  a 
deterioration  of  service  in  the  long  run. 

We  also  noted  that  there  is  considerable  reliance 
by  the  Ministry  on  the  personal  presence  and  competence  of 
the  Director.  There  is  a  noticeable  gap  in  professional  and 
administrative  experience  between  the  Director  and  his  staff, 
and  there  is  no  plan  to  identify  and  introduce  another  senior 
legal  officer  to  the  Ministry,  who  could  replace  the  current 
Director  should  the  need  arise. 

We  accordingly  recommend  that 


2.1  The  Deputy  Minister  should  discuss  the  training 
and  development  of  Legal  Services  Branch 
personnel  with  the  Ministry  of  the  Attorney 
General . 
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THE  ROLE  OF  THE  LEGAL  SERVICES  BRANCH 


Although  we  do  not  think  there  are  severe  problems 

in  the  perception  of  the  role  of  the  LSB  we  record  this 

summary  of  the  role  as  the  Director  of  the  Branch  described  it. 

1.  The  primary  role  is  to  advise  on  legal  matters  when 
requested  to  do  so. 

2.  The  advice  will  include  action  to  interpret  and  evaluate 
proposed  policies  of  the  Ministry  and  effects  of  litigation 
to  suggest  methods  of  handling  matters  that  will  reduce 
expense,  administrative  complications  and  errors  of 
judgement  caused  by  incorrect  understanding  of  legal 
factors . 

3.  Although  its  role  is  essentially  responsive,  the  Branch 
should  bring  to  the  attention  of  any  official  of  the 
Ministry  a  preceived  legal  defect  in  his  actions  which 
may  adversely  affect  the  Ministry. 

4.  The  Branch  should  be  kept  aware  of  what  legal  decisions 
are  taken  outside  the  Ministry. 

5.  The  retention  of  outside  lawyers  and  monitoring  of  their 
services  will  be  done  by  the  Branch. 
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BRANCH  OPERATIONS 


Activities  of  the  Branch  are  estimated  by  the 
Director  to  be  15%  on  legal  administration;  (drafting  contracts 
and  legislation,  etc.) 

65%  on  advisory  service;  (interpreting  legislation, 
preparing  opinions,  advising  on  regulations,  etc.) 

20%  on  litigation  (including  any  work  on  a  case 
after  a  notice  of  appeal  has  been  served) .  Most  of  the  work 
is  for  the  Revenue  Division;  the  Director  thinks  only  about 
one  quarter  of  his  efforts  and  one  quarter  of  one  other  legal 
officer's  efforts  are  expended  for  the  Assessment  Division. 

The  user  Branches  are  generally  well  satisfied  with 
the  services  which  they  obtain. 

Legal  Administration 

The  drafting  of  legislation  is  an  activity  on  which 
there  were  complaints  by  both  the  Legal  Services  Branch,  and 
the  user  Branches.  Three  users  complained  that  the  draft 
legislation  does  not  reflect  their  requests.  The  LSB  complain 
that  some  users  submit  their  requests  in  the  form  of  draft 
legislation,  using  legal  terminology  which  eventually  is  found 
to  be  inappropriate. 

We  think  that  the  submission  of  requests  for  draft 
legislation  by  user  Branches  in  the  form  of  prepared  legislation 
is  a  duplication  of  work  by  the  user  Branches  of  what  must  be 
done  by  LSB;  as  well  as  being  a  cause  of  problems  between  the 
Branch  and  its  clients.  The  co-ordination  of  requests  for 
legislation  by  the  Revenue  Division  appears  also  to  be  a 
problem  because  all  the  Branches  submit  their  requests 
independently  and  there  is  no  published  procedure  by  which  the 
status  of  the  requests  can  be  monitored.  The  final  process 
appears  to  require  personal  co-ordination  between  the 
Comptroller  of  Revenue  and  the  Director  of  LSB. 
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In  the  Planning  and  Research  section  of  this  report 
we  recommend  the  strengthening  of  the  Revenue  Research  Branch, 
and  expect  this  Branch  will  undertake  the  co-ordinating  of 
requests  for  draft  legislation  from  the  Revenue  Division. 

This  problem  could  be  further  alleviated  if  the  user  Branch 
were  to  prepare  their  requests  in  a  better  form. 

We  therefore  recommend  that 


2.2  The  Director  of  Legal  Services  prepare  guidelines 
for  the  submission  of  requests  for  draft 
legislation . 


Advisory  Services 

The  Director  expressed  his  concern  about  the  lack 
of  co-ordination  of  the  advisory  function  (opinion- giving) 
within  the  Ministry.  He  differentiates  between: 

a)  the  interpretation  or  translation  of  legislation 
required  in  the  normal  work  day  process  of  managers, 
and 

b)  digesting  of  legal  opinions  resulting  in  case  law. 

1.  Revenue  Division 

Specialized  staff  in  five  branches  of  the  Revenue 
Division  spend  an  undeterminable  portion  of  their  time  on 
legal  administration  and  quas i - advisory  functions.  This 
includes  the  interpretation  of  legislation  to  prepare 
manuals  which  are  circulated  to  assist  field  officers  in 
their  work.  It  is  possible  that  misleading  direction  is 
being  given  because  of  the  lack  of  legal  expertise  and 
knowledge  of  other  related  Acts  in  the  people  preparing 
the  manuals. 
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The  Director  of  Legal  Services  suggested  that  a 
mechanism  be  set  up  to  ensure  that  interpretations  are 
reviewed  by  legal  staff  before  being  circulated.  Two 
possibilities  are: 

1)  to  establish  a  group  within  the  Legal  Services  Branch 
for  the  preparation  of  the  manuals; 

2)  to  implement  a  procedure  whereby  all  interpretations 
or  opinions  are  reviewed  by  the  Legal  Services  Branch 
before  being  circulated  in  the  form  of  manuals,  etc. 

Since  the  establishment  of  a  group  within  the  Legal 
Services  Branch  would  entail  the  transfer  of  the  people 
concerned  to  the  administration  of  the  Ministry  of  the 
Attorney  General,  this  alternative  appears  unsuitable.  Two 
reasons  against  it  are  that  the  Ministry  of  Revenue  would 
lose  flexibility  in  the  employment  of  its  complement,  and 
there  would  be  no  visible  career  path  for  the  people  in 
the  Ministry  of  the  Attorney  General. 

The  second  possibility  appears  suitable  in  current 
circumstances.  The  proposed  strengthened  Revenue  Research 
Branch  could  fulfill  a  co-ordinating  function  in  the 
consideration  of  related  legislation  within  the 
responsibilities  of  the  Division,  and  the  effects  of 
plans  of  the  Division.  The  development  and  application 
of  a  formal  procedure  could  also  improve  understanding  and 
relationships  between  the  LSB  and  the  operating  branches 
by  the  prevention  as  well  as  cure  of  interpretative 
problems . 

We  therefore  recommend  that 


2.3  Consideration  be  given  to  the  development  of 
procedures  which  will  require  Legal  Services 
Branch  review  of  interpretations  before  their 
publication  in  a  manual  or  document  for  general 
distribution . 
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Our  recommendation  is  not  more  definite  because  we 
are  aware  of  the  complement  constraints  now  being  applied, 
and  because  we  have  not  been  able  to  determine  the 
workload  which  would  be  placed  on  the  Legal  Services 
Branch  by  the  implementation  of  this  recommendation. 

If  the  workload  is  heavier  than  the  current  staff  can 
handle  then  a  backlog  of  interpretations  could  develop, 
to  the  detriment  of  the  Division's  operations. 

2.  Assessment  Division 

It  became  evident  during  our  review  that  contract 
lawyers  are  providing  a  necessary  and  adequate  service 
to  the  Assessment  Division  and  the  Ministry.  It  is 
impractical  to  consider  providing  a  complete  litigation 
service  to  the  thirty  Regional  Offices  from  a  centralized 
Ministry  pool  of  lawyers. 

The  question  arises  as  to  whether  advisory  services 
should  be  provided  by  the  Legal  Services  Branch  rather 
than  by  contract  lawyers.  The  portion  of  time  spent  on 
advisory  functions  by  contract  lawyers,  although  details 
are  not  available,  is  estimated  to  be  in  the 
neighbourhood  of  10%  to  20%. 

A  central  advisory  service  would  facilitate  the 
standardization  of  responses  to  common  requests  and 
communication  of  responses  to  common  problems  within  the 
Division  would  be  encouraged.  If  Ministry  staff 
responded  to  all  advisory  or  interpretation  requests  of 
the  Regions,  response  time  might  become  a  problem  because 
of  requests  from  32  locations  funnelling  into  one  office. 
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A  potential  problem  raised  by  the  Director  of  Legal 
Services  is  that  in  many  cases  it  is  difficult  to 
determine  when  a  request  for  advice  will  trigger  litigation. 
In  these  situations  it  is  appropriate  that  the  lawyer 
responsible  for  the  litigation  process  be  involved  in  the 
case  from  the  beginning,  which  may  be  the  question  asked 
by  a  Regional  Commissioner.  On  the  other  hand  he  says  the 
Ministry  LSB  staff  sometimes  have  insufficient  involvement 
in  the  handling  of  cases  until  a  serious  problem  arises. 

He  believes  that  Ministry  LSB  staff  should  have  more 
involvement  in  the  review  of  judgements  and  the  making 
of  decisions  as  to  when  a  case  should  be  taken  to  a  higher 
court . 

There  is  no  clear  picture  of  what  kind  and  volume  of 
legal  opinion  is  being  sought  by  the  offices  of  the 
Assessment  Division  from  the  outside  lawyers  designated 
to  serve  them.  The  Director  of  LSB  reviews  all  accounts 
for  lawyers  services.  However  this  is  not  a  satisfactory 
way  to  monitor  the  quality  of  services  given  or  to 
establish  what  legal  services  are  needed  by  the  Division, 
and  therefore  what  resources  the  Legal  Services  Branch 
should  have. 

It  appears  that  many  of  the  services  are  provided  by 
one  firm,  and  that  the  Division  may  have  "too  many  eggs 
in  one  basket".  Even  when  the  quality  of  the  services 
rendered  and  the  value  received  for  the  price  paid  is 
good.  We  think  the  LSB  should  develop  more  knowledge 
and  experience  in  the  application  of  the  Assessment  Act 
and  therefore  recommend  that 


2.4 

Procedures  be  developed 

to 

collate  and 

communicate  legal  opinions 

and 

interpretations 

obtained  by  all  offices 

of 

the 

Assessment 

Division . 
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The  procedure  would  require  that  all  legal  opinions 
asked  for  and  the  answers  obtained  would  be  reported  each 
month  to  the  Director  of  the  Field  Services  Branch.  The 
data  would  be  reviewed  with  the  LSB  with  the  objective  of 
telling  all  offices  of  the  Division  about: 

1)  legal  opinions  obtained,  to  enhance  consistency  of 
action ; 

2)  what  questions  could  be  referred  to  LSB  rather  than 
the  outside  lawyers. 

The  other  main  objective  would  be  to  enable  LSB  to 
more  effectively  monitor  the  quality  of  services  received, 
and  to  determine  what  it  should  do  to  improve  its  ability 
to  serve  the  Assessment  Division. 

Litigation 

The  Branch  satisfactorily  undertakes  litigation  for 
the  Revenue  Division,  but  is  not  doing  so  for  the  Assessment 
Division.  The  main  reasons  for  the  difference  are  because 
the  fluctuating  level  of  Assessment  litigation  activity  makes 
it  impractical  to  have  the  resources  available  in  the  Branch, 
and  because  of  the  geographically  widely  dispersed  actions. 

Thus  the  Branch  does  not  acquire  experience  in  this  litigation, 
and  this  becomes  another  reason  for  not  using  the  services  of 
the  Branch. 

The  volume  of  litigation  work  is  considerable,  as 
the  following  estimates  for  the  past  year  indicate: 

appeals  to  the  assessment  review  courts  80,000; 
appeals  to  the  County  Court  Judges  3,000; 

appeals  to  the  Ontario  Municipal  Board  400. 

It  is  at  the  latter  3,400  cases  that  legal  counsel  is  required 
to  be  present.  An  undetermined  number  of  these  cases  go  to 
higher  courts . 
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We  think  that  the  implementation  of  the  procedures 
recommended  above  will  lead  to  an  improvement  in  the  skills 
of  the  Branch  personnel  and  to  closer  working  relationships 
with  Assessment  Division  personnel,  and  that  the  Branch  will 
then  be  asked  to  undertake  litigation  for  the  Assessment 
Division.  We  therefore  make  no  specific  recommendation  on 
this  subject. 
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SEPARATION  OF  THE  ASSESSMENT  AND  APPEALS  FUNCTIONS 


During  our  interviews  with  the  users  and  suppliers 
of  legal  services  several  people  raised  the  question: 

”how  independent  should  the  Revenue  assessment  review 
and  appeals  officers  be  from  the  Branch  heads?" 

We  appreciate  that  this  item  is  likely  to  be  included 
in  a  review  of  the  Revenue  Division's  organization,  however, 
some  remarks  are  made  because  the  question  was  raised. 

The  situation  is  somewhat  similar  to  the  separation 
of  the  Assessment  Review  Court  from  the  Assessment  Division. 

To  avoid  the  possibility  of  partisan  judgement,  it  would  be 
advantageous  to  separate  the  officers  responsible  for  hearing 
appeals  from  the  operating  managers  responsible  for 
administration  of  the  respective  Acts. 

The  Comptroller  of  Revenue  expresses  his  desire  to 
consolidate  this  function  into  one  common  group  for  the 
Division.  The  reporting  relationship  of  such  a  group  could 
be  to  the  Comptroller  of  Revenue  or  to  the  Deputy  Minister. 

If  the  group  were  responsible  to  the  Comptroller, 
a  question  remains  as  to  separation  of  responsibility.  The 
second  alternative  would  make  the  separation  distinct  and 
thus  more  acceptable  to  the  public. 
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INTRODUCTION 


The  Management  Systems  Branch  (MSB)  was  formed  in 
1972  by  merging  the  two  groups  of  systems  personnel  separately 
servicing  the  Revenue  Division  and  the  Assessment  Division. 

In  the  past  three  years  the  Branch  personnel  have  worked  hard 
to  develop  and  implement  several  large  systems  in  difficult 
circumstances . 

During  the  last  year  the  working  relationships 
between  MSB  and  the  Assessment  Division  deteriorated  to  the 
point  where  the  orderly  and  effective  development  of  systems 
was  endangered.  The  working  relationship  between  MSB  and  the 
other  parts  of  the  Ministry  is  better,  but  we  believe  that  the 
Ministry  units  need  more  service  than  has  been  given  recently. 
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BRANCH  ORGANIZATION 


The  Branch  is  headed  by  a  Director,  supported  by  two 
Managers.  First  an  Information  Systems  Manager,  for  E.D.P. 
work,  who  has  two  subordinate  managers,  one  for  Assessment 
Division  systems  and  one  for  Revenue  Division  systems.  The 
Assessment  systems  manager  has  three  project  managers  reporting 
to  him.  The  Revenue  systems  manager  has  four  project  leaders 
reporting  to  him.  These  four  project  leaders  are  currently 
on  long-term  assignment  from  the  Systems  Development  Services 
Division  of  MOGS  (SDS) . 

Second,  a  Management  Systems  Manager  responsible  for 
general  management  consulting  projects  including  organization 
and  methods,  management  science,  and  special  expenditure 
control  projects.  This  manager  was  apparently  also  to  be 
responsible  for  the  implementation  of  an  integrated  Ministry 
Program  Planning  and  Budgeting  system.  Reporting  to  this 
Manager  is  the  Ministry  Records  Services  Manager,  who  has  a 
staff  of  six  to  work  on  manuals,  forms  design  and  the 
scheduling  of  records. 

In  addition  there  are  four  secretarial  support 
personnel  and  two  data  conversion  clerks.  All  other  staff 
required  for  projects  such  as  analysts  and  computer  programmers 
are  employed  on  contract  either  from  SDS,  MOGS  Consulting 
Division  or  the  private  sector. 

The  systems  staff  are  organized  under  the  project 
managers  or  project  leaders  by  system,  rather  than  by  special 
skill  or  by  function.  In  this  arrangement  the  same  group  or 
team  that  develops  a  system  is  also  responsible  for  the 
maintenance  of  the  system. 
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This  Branch  organization,  which  is  not  reflected  in 
the  official  organization  chart,  is  an  amalgamation  of  service 
units  set  up  to  function  with  specialist  personnel  engaged  on  a 
"project  only"  basis,  and  administrative  units  with  on-going 
and  control  responsibilities.  We  noted  that  the  Director  has 
only  two  persons  reporting  to  him  and  consequently  the 
structure  appears  to  have  too  many  layers  for  effective 
communication  between  the  Director  and  personnel  working  on 
pro j  ects . 
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TERMS  OF  REFERENCE 


The  Branch  Director  took  up  his  responsibility  on 
February  17,  1975;  for  most  of  the  previous  year  the 
Information  Systems  Manager  was  acting  in  a  dual  capacity  as 
Acting  Director  and  Manager. 

The  Acting  Director  said  the  role  of  the  Branch  has 
not  been  clearly  specified.  He  saw  it  as: 

(1)  to  service  the  units  of  the  Ministry,  by  finding  out  their 
needs  and  then  finding  the  resources  to  meet  them; 

(2)  to  serve  the  Deputy  Minister  by  providing  advice  on  the 
appropriate  use  of  E.D.P.  and  by  confirming  that  the 
Ministry  is  following  Government  policy  on  the  use  of 
E.D.P.  resources . 

The  users  of  the  Branch  services  are  in  agreement 
with  this  general  statement,  but  in  different  degree  are  not 
satisfied  with  particular  aspects  of  the  provision  of  service. 
We  noted  the  emphasis  on  E.D.P.  applications,  and  the  vacant 
position  of  Management  Systems  Manager. 

We  recommend  that 


3.1  Management  Systems  Branch  be  given  formal  terms 
of  reference  which  should  be  published  so  that 
the  role  of  the  Branch  is  understood  by  all 
concerned . 
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BRANCH  BUDGET  AND  CHARGE  BACK  PROCEDURE 


The  budget  for  1975/76  is  almost  $1,000,000,  which 
is  an  increase  of  48%  over  1974/75.  It  is  the  practise  of 
M.S.B.  to  charge  users  only  with  the  direct  costs  for 
development  work  and  for  successful  operations.  If  a  run  fails 
because  of  a  program  error,  then  M.S.B.  absorbs  the  cost; 
therefore  we  cannot  determine  how  much  of  this  budget  will  be 
charged  back  to  the  user  Branches. 

These  procedures  do  not  provide  the  user  managers 
with  information  on  the  full  cost  of  the  systems,  and  may 
therefore  complicate  decision  making  or  may  lead  to  a  costly 
choice  of  action  where  there  are  other  options.  Full  costing 
of  projects  is  a  good  measure  of  efficiency  and  effectiveness 
in  both  the  development  and  operations  stages  of  systems  work. 

Full  costing  of  systems  work  would  involve  the 
charge  back  of  all  costs  except  salary  and  benefits  costs  for 
the  director,  administration  support  costs,  and  the  costs 
associated  with  defined  planning  or  technical  research 
pro j  ects . 


We  accordingly  recommend  that 


3.2  Users  of  services  which  Management  Systems  Branch 
arranges  should  be  charged  with  the  full  costs 
associated  with  the  work. 
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BRANCH  OPERATIONS 


In  the  course  of  our  review  of  the  Branch  operations 
we  interviewed  the  Branch  Director,  the  Information  Systems 
Manager,  the  Divisional  Systems  Managers,  some  project  leaders 
and  programmers,  and  all  heads  of  branches  and  users  of  the 
Branch’s  services  within  the  Ministry.  In  addition  we 
interviewed  S.D.S.  management  and  the  heads  of  the  systems 
function  in  two  other  Ministries. 

Three  recent  projects  of  the  Branch  were  selected 
and  examined  to  find  out  how  the  Branch  is  meeting  its 
responsibilities  in  practise.  We  chose  one  project  undertaken 
for  each  of  the  Assessment  Division,  Revenue  Division  and 
Common  Support  Services  Division. 

The  position  of  Manager,  Management  Systems  is  still 
vacant  and  we  did  not  try  to  review  any  work  which  was  carried 
out  by  the  previous  incumbent.  Our  views  on  the  Records 
Management  function  are  recorded  separately  on  page  85. 

The  Branch  management  confirms  that  for  some  time  no 
efforts  have  been  made  to  identify  work  which  should  be  done 
in  the  Ministry.  The  Branch  has  no  co-ordinator  with 
specialized  knowledge  in  either  general  management  consulting 
or  management  science  (operations  research) ;  and  has 
essentially  been  responding  to  the  heavy  demand  for  E.D.P. 
systems  work. 

We  therefore  recommend  that 


3.3  M.S.B.  should  provide  co-ordination  services  for 
general  management  consulting,  work  study,  and 
management  science  projects  in  the  same  way  as 
for  systems  services. 


33 


E.D.P.  SYSTEMS  DEVELOPMENT  AND  OPERATION 


Government  policies  designed  to  have  the  program 
managers  take  full  responsibility  for  the  development  and 
operation  of  E.D.P.  systems  govern  this  activity  of  M.S.B. 

It  is  the  practical  application  of  these  policies  that  has 
revealed  some  of  the  differences  between  M.S.B.  and  its 
"customers" . 

To  deal  with  the  lesser  difficulties  first:  we 
noted  that  Revenue  Division  Branches  had  one  common  complaint, 
which  was  common  also  to  the  Assessment  Division.  They 
stated  that  although  the  funds;  for  systems  development  and 
operation  are  now  in  the  Branch  budgets,  the  bills  presented 
to  them  contain  insufficient  information  to  identify  what 
project  the  bills  are  for. 

There  are  two  causes  for  this.  First,  the  format 
of  the  bills  is  designed  to  satisfy  both  the  customers  and 
the  accountants  in  F.S.B.,  who  must  reconcile  all  the 
different  charges  made  against  the  Ministry  by  MOGS.  Second, 
there  is  usually  little  formal  documentation  of  project  plans 
and  estimated  costs  to  be  shared  between  the  customers  and 
M.S.B.,  so  that  the  customers  are  not  always  able  to  identify 
charges  made  against  them. 

M.S.B.  project  managers  told  us  that  up  to  this 
time  the  Revenue  Branches  in  particular  have  been  concerned 
with  system  output  and  deadlines,  and  not  with  costs.  We 
believe  this  was  the  case,  but  think  that  their  attitudes 
have  changed  and  M.S.B.  personnel  have  not  yet  perceived  the 
change . 


34 


Another  complaint  was  that  systems  personnel  were 
taken  off  projects  without  explanation.  Our  enquiries  showed 
that  the  changes  were  made  to  meet  emergency  situations  on 
major  projects.  This  indicates  the  need  for  a  forum  in  which 
the  priorities  of  the  Ministry  can  be  decided  by  the  program 
managers  concerned.  We  consider  it  inappropriate  that  such 
decisions  should  be  left  to  a  service  organization. 

As  we  said  earlier  the  Revenue  Division  Branches  are 
generally  satisfied  with  the  service  they  are  getting.  It  may 
be  useful  to  identify  some  differences  between  the  Revenue  and 
Assessment  Divisions  relative  to  the  M.S.B.  before  considering 
other  difficulties. 

The  Revenue  Division  systems  are  the  responsibility 
of  four  Branches,  whereas  all  Assessment  Division  systems 
work  is  arranged  through  one  channel. 

Except  for  the  GAINS  systems  the  Revenue  systems 
are  well  established  and  have  been  in  operation  for  several 
years,  so  that  the  major  bugs  have  been  eliminated.  The 
Assessment  systems  are  new  or  being  developed  and  therefore 
more  liable  to  suffer  from  bugs.  In  the  development  stages 
of  systems  there  are  often  differences  between  the  users  of 
the  systems  and  the  systems  personnel. 

At  least  50%  of  the  Ministry  costs  for  E.D.P. 
services  are  the  responsibility  of  the  Assessment  Division. 

The  processing  costs  for  the  Assessment  systems  amount  to 
60%  of  the  Ministry  processing  costs.  In  addition  to  the 
bulk  of  the  processing  work,  the  data  is  submitted  from 
thirty  one  locations  to  two  separate,  private  sector  data 
centres.  Revenue  systems  work  is  submitted  through  Branch 
offices  at  Queen’s  Park  and  is  processed  at  the  Queen's  Park 
data  centre. 
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The  final  difference  is  that  the  Assessment  Division 
at  this  time  wishes  more  directly  to  control  its  systems  than 
it  has  in  the  recent  past.  The  exercise  of  this  control 
requires  that  user  personnel  be  given  this  responsibility. 

The  E.D.P.  liaison  staff  in  the  two  Divisions  is  as 

follows : 

E.D.P. 

’75/'  76  BUDGET 

COMPLEMENT  £000 


DEVELOPMENT 

OPERATIONS 

PROCESSING 

TOTAL 

REVENUE  DIVISION 

GAINS 

5 

2  (?)* 

$  245 

$  1,100 

CORP.  TAX 

1 

(part) * 

2 

(part) * 

2  (?)* 

600 

930 

R.S.T. 

1 

(part) * 

1 

120 

380 

GAS.  TAX 

2 

(part) * 

- 

14 

65 

ASSESSMENT  DIVISION 

EXEC.  DIR. 

STAFF 

1 

(part) * 

1  (part)* 

FIELD 

56 

(part) * 

56  (part)* 

SERVICES 

31  (part)* 

1,600 

2,500 

STANDARDS 

20 

(part) * 

TABLE  I 

*We 

have  not 

tried  to 

determine  ] 

bow  much  time 

these 

people  spend 

on  this 

work.  The 

fifty-six 

people  in  the 

Assessment  Field  Services  Branch  are  the  thirty-one  Regional 
Assessment  Services  Managers,  twenty-five  assistants  and 
thirty-one  keypunch  supervisors. 
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The  liaison  staff  in  the  Revenue  Branches  who  are 
responsible  for  development  work  are  expected  to  help  define 
their  Branches  needs  in  co-operation  with  specialist  E.D.P. 
personnel  from  M.S.B.  They  have  generally  taken  E.D.P. 
familiarization  courses,  but  are  not  systems  analysts  or 
designers  and  are  not  expected  to  fulfill  these  roles. 

Those  responsible  for  operations  handle  the  routine 
interface  with  the  data  centres.  All  problems  involving 
program  bugs  and  changes  to  the  routine  schedule  are  handled 
by  M.S.B. 


The  strong  contrast  between  the  Divisions  has  its 
history  in  the  development  of  the  Standard  Assessment  System. 
This  System  was  largely  developed  and  implemented  by  current 
M.S.B.  staff  who  were  given  considerable  authority  to  get  a 
difficult  job  done  in  a  short  time.  The  staff  also  supervised 
the  operation  of  the  system  while  the  Assessment  Division 
Regional  Offices  organization  was  settling  down. 

The  Assessment  Division  believes  that  while  M.S.B. 
works  hard  to  develop  required  systems;  it  does  what  it  thinks 
is  best  for  Assessment  and  not  necessarily  what  Assessment 
asks  for.  Simultaneously  M.S.B.  believes  it  does  both  what 
Assessment  wants  and  what  it  needs. 

From  our  conversations  with  the  senior  systems 
personnel  we  think  that  they  have  found  it  difficult  to  accept 
that  the  users  have  full  responsibility  for  the  systems  which 
they  personally  developed  as  analysts  and  programmers.  We 
also  think  that  the  Assessment  Division  does  not  have  enough 
personnel  devoting  their  full  time  to  the  management  and 
operation  of  their  systems.  In  these  circumstances  when  on 
the  one  side  insufficient  project  estimates  and  progress  data 
was  provided  to  the  user,  and  on  the  other  there  was 
insufficient  understanding  of  the  technicalities  and  a  tendency 
to  get  involved  in  systems  methods,  the  situation  led  in  a 
vicious  circle  to  mutual  distrust  and  personal  conflicts. 


37 


We  think  that  the  development  of  new  systems  and 
system  changes  is  more  effectively  performed  by  centralized 
specialists  when  the  user  has  strong  representation  on 
project  teams.  The  objectives  of  this  representation  being 
to  ensure  the  user's  requirements  are  met,  to  foster 
communications  between  the  systems  specialists  and  the  users 
during  the  projects  and  to  enhance  the  user's  subsequent  use 
of  the  systems  in  operation. 

We  accordingly  recommend  that 


3.4  Work  undertaken  for  users  should  be  on  a  project 
basis,  with  strong  user  representation  on  the 
project  teams. 
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ORGANIZATIONAL  PLACEMENT  OF  SYSTEMS  CO-ORDINATORS 


The  need  of  the  Assessment  Division  for  appropriate 
resources  to  manage  and  operate  their  systems  led  us  to 
consider  where  to  place  the  systems  co-ordinators  specialists 
which  Management  Board  policy  permits  each  Ministry  to  have. 

The  policy  is  that  the  specialists  may  either  be 
dispersed  among  the  units  which  use  E.D.P.  systems,  or  be 
gathered  in  a  central  unit  for  assignment  on  projects  as  they 
are  required.  The  Ministry  had  originally  decided  to  gather 
its  specialists  in  the  central  M.S.B. 

The  options  open  to  use  were: 

1.  leave  the  specialists  in  M.S.B. ; 

2.  disperse  the  specialists  to  the  Branches; 

3.  prepare  a  case  to  change  stated  Management  Board  policy 
and  have  both  dispersed  and  centralized  specialists. 

Consideration  of  the  dispersal  option  shows  that 
the  advantages  are: 

(a)  the  branch  managers  have  assurance  that  their 
systems  receive  specialist  attention  whenever 
required ; 

(b)  branch  managers  should  be  able  to  make  more 
effective  use  of  E.D.P.  resources  when  their 
operations  are  thoroughly  understood  by  a 
resident  specialist; 

(c)  the  communication  of  Branch  needs  to  systems 
analysts  and  programmers  should  be  more  effectively 
and  efficiently  done. 
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The  disadvantages  of  dispersal  are: 

(a)  the  Ministry  primarily,  and  eventually  its 
Branches,  would  lose  the  advantages  which  close 
co-ordination  of  specialists  activities  would 
bring  to  planning  future  systems  ; 

(b)  each  individual  branch  would  have  only  a  narrow 
range  of  skills  available  to  it; 

(c)  dispersal  would  hinder  the  concentration  of 
skilled  personnel  on  major  projects; 

(d)  it  would  be  difficult  to  establish  Ministry 
priorities  for  the  use  of  specialist  resources; 

(e)  the  specialists'  skills  would  be  more  likely  to 
deteriorate  if  they  were  dispersed  than  if  they 
worked  together. 

Consideration  of  the  third  alternative  led  us  to 
review  the  purpose  of  employing  E.D.P.  specialists.  We  see 
these  as  basically  to  develop  new  systems,  to  make  changes  to 
existing  systems  or  alternatively  to  oversee  the  operation  of 
systems . 

The  supervision  of  the  use  of  systems  in  operation 
is  a  function  which  requires  the  attention  of  personnel 
working  in  the  Branches  and  responsible  to  Branch  managers. 

The  work  involves  the  following: 

data  control  supervision,  both  input  and  output; 
data  centre  liaison; 

monitoring  the  best  use  of  system  capabilities; 
serving  as  the  Branch  medium  for  all  communications 
concerning  systems; 

identifying  and  defining  problems  in  operating  systems; 
defining  user  needs  in  both  broad  and  specific  terms. 
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The  duties  described  would  not  require  the  skills  of 
a  specialist  in  E.D.P.  systems.  However,  the  personnel  would 
need  a  good  knowledge  of  E.D.P.  systems,  probably  obtained  on 
courses  and  from  practical  experience,  maybe  even  as  a  former 
analyst  or  programmer.  Different  levels  of  skill  and 
supervisory  experience  would  be  needed.  Liaison  personnal  at 
head  offices  of  the  operations  branches  would  have  the 
responsibility  for  defining  user  needs,  participating  in 
systems  development  and  monitoring  systems  use  and  field  office 
liaison.  Personnel  in  the  field  would  be  responsible  for 
data  control,  data  centre  liaison  and  local  problem 
identification . 

In  these  circumstances  we  could  see  no  reason  to 
pursue  either  the  second  or  third  options. 

Our  enquiries  have  shown  that  in  the  Assessment 
Division  there  is  a  need  for  clear  assignment  of  responsibility 
for  the  operations  control  functions  described  above. 

Currently  the  work  is  shared  in  the  Regional  Assessment  Offices 
by  the  Assessment  Services  Managers,  their  assistants  (if 
they  have  one)  and  the  keypunch  supervisors.  Our  enquiries 
also  showed  that  many  offices  are  not  using  the  data  control 
facilities  of  the  Standard  Assessment  System,  and  this  has 
caused  operating  problems  in  these  offices. 

An  Executive  Assistant  to  the  Executive  Director  of 
the  Assessment  Division  has  been  working  on  liaison  of  both 
the  development  of  systems  and  the  operations  systems.  This 
liaison  role  was  not  clearly  understood  in  all  Regional 
Offices  we  contacted. 


41 


In  the  absence  of  clear  assignment  of  responsibilities 
in  the  Assessment  Division  the  M.S.B.  staff  have  continued  to 
be  involved  in  routine  systems  operations.  This  situation  has 
contributed  to  the  unsatisfactory  relations  between  the  units. 

We  recommend  that 


3.5  Ministry  units  which  have  E.D.P.  systems  developed 
for  their  6wn  use  should  take  the  responsibility 
for  data  centre  co-ordination  and  data  control 
when  the  systems  go  into  regular  production. 


While  the  development  of  new  systems  may  be  retained 
as  part  of  the  responsibility  of  the  Executive  Director  in  the 
early  stages  of  development  we  think  the  responsibility  for 
systems  implementation  and  on-going  systems  operations  would 
be  most  appropriately  placed  in  the  Assessment  Field  Services 
Branch . 
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CONDUCT  OF  PROJECTS 


Our  review  of  several  projects  showed  that  the 
emphasis  of  the  work  is  placed  on  the  output  of  the  systems, 
and  meeting  target  dates.  These  priorities  were  satisfied 
at  the  expense  of  project  documentation  and  programming 
techniques  which  are  important  in  the  longer  term  life  of  the 
systems.  The  new  Branch  Director  is  aware  of  the  problems 
and  is  taking  appropriate  action. 

Project  time  and  cost  estimates  were  reasonable, 
where  this  data  was  still  available  for  examination. 

Project  documentation  as  separate  from  program 
documentation,  was  inadequate  in  that  many  oral  instructions 
from  the  user,  including  those  affecting  system  design,  were 
not  documented;  project  plans  were  not  always  published,  and 
were  changed  without  formal  confirmation  from  all  concerned. 
Progress  reports  to  the  user  were  not  documented. 

Systems  design  work  was  satisfactory,  but  in  one 
project  was  a  design  from  scratch,  of  a  comparatively  small 
system  which  is  common  to  many  organizations.  This  reflected 
what  we  perceive  as  some  reluctance  to  seek  out  and  use 
commonly  available  techniques. 

Programming  techniques  varied  from  good  to  only 
adequate.  The  prime  reasons  being  the  lack  of  commonly 
accepted  programming  standards,  and  insufficient  supervision 
of  programming  work  by  the  first-line  supervisors.  This  could 
lead  to  problems  in  maintenance  later. 

Program  and  system  testing  was  satisfactory. 

Program  and  system  documentation  was  satisfactory. 
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Security  arrangements  for  programs  and  user  data 
files  were  satisfactory. 

We  accordingly  recommend  that 


3.6  In  the  absence  of  Government-wide  standards 
for  systems  design,  programming  techniques  and 
documentation,  and  a  library  for  common, 
programmed  routines,  M.S.B.  should  establish 
standards  and  expand  the  library  it  has  started. 

3.7  All  analysts  and  programmers  working  on  Ministry 
projects  should  be  trained  in  the  Ministry 
standards  and  adherence  to  the  standards  should 
be  enforced. 
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S.D.S. 


Our  review  of  the  projects  led  to  discussions  on 
the  supply  of  analysts  and  programmers  by  S.D.S.  In  our 
opinion  the  current  arrangements  for  the  administration  of 
these  people  is  inadequate  and  is  causing  problems  in 
carrying  out  Ministry  projects. 


Factors 

people,  who  feel 
arrangements  for 
appears  that  the 
arrangements  ,  in 
acquire  suitable 


of  prime  concern  are  the  poor  morale  of  the 
cut-off  and  homeless,  and  the  lack  of 
their  training  and  upgrading  of  skills.  It 
Ministry  will  have  to  make  its  own 
the  short-term,  to  ensure  that  these  people 
skills . 
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ORGANIZATION  CONSIDERATIONS  FOR  M.S.B. 


Senior  Branch  staff  have  indicated  that  the  pressure 
of  work  has  led  to  the  preparation  only  of  short-term  plans 
for  systems  work.  There  has  been  little  attempt  to  determine 
M.S.B.  and  user  Branch  needs  or  to  initiate  consideration 
of  new  systems  applications.  We  also  noted  the  absence  of 
comprehensive  technical  standards. 

We  recommend  that 


3.8  M.S.B.  should  participate  in  the  co-ordination 
of  future  systems  requirements  of  the  Ministry 
by  assigning  specific  responsibilities  to 
systems  co-ordinators  for  this  function. 


The  factors  mentioned  above  also  suggest  that  the 
systems  needs  of  the  Ministry  might  be  better  served  in  the 
long-term  if  M.S.B.  systems  co-ordinators  were  trained  to 
provide  general  support  as  well  as  specific  applications 
support  in  the  use  of  E.D.P.  resources.  An  outline  of  the 
systems  co-ordinator’s  job  is  set  out  preceding  the  suggested 
organization  chart  at  the  end  of  this  section. 

The  skills  required  in  M.S.B.  to  provide  this 
support  may  be  different  if  it  is  found  that  the  personnel 
have  been  carrying  out  systems  operations  functions  which 
could  be  assigned  to  user  personnel.  There  will  be  need  for 
more  people  with  higher  technical  skills  than  those  required 
for  systems  operation  supervision. 
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The  functions  required  in  the  Branch  include: 

1.  management; 

2.  Ministry  and  Branch  planning  co-ordination; 

3.  technical  standards  development  and  application; 

4.  user  education  in  the  use  of  E.D.P.; 

5.  application  systems  development; 

6.  general  management  consulting  co-ordination; 

7.  operating  systems  maintenance; 

8.  technical  standards  monitoring; 

9.  MOGS  liaison; 

10.  secretarial  support. 

After  reviewing  these  factors  and  the  organization 
of  the  systems  functions  in  other  Ministries  and  jurisdictions 
we  have  prepared  a  suggested  organization  for  M.S.B.  which  is 
designed  to  provide  the  following: 

1.  Technical  support:  the  search  for  and  application 

of  the  best  techniques ,  for  both  current  and  planned 
systems  and  the  documentation  of  Ministry  standards, 
this  would  include  standards  required  for  tendering 
purposes . 

2.  Operations  support:  the  co-ordination  of  the  on-going 
operation  of  systems  including  maintenance  work  of 
short  duration,  which  would  require  the  use  of  both 
permanent  Ministry  systems  specialists  and  outside 
programmers;  the  monitoring  of  the  application  of 
Ministry  standards. 
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3. 


User  systems  co-ordination:  this  is  the  prime  and 
continuous  contact  process  between  user  Branches  and 
M.S.B.,  the  people  responsible  for  this  will  arrange 
user  education;  the  application  of  all  specialist 
systems  and  technical  support  and  general  systems 
resources  to  user  needs,  and  provide  liaison  with 
suppliers  of  systems  development  resources  to  the 
Ministry;  it  may  be  advantageous  to  mix  responsibility 
for  the  Branches  of  the  major  Divisions  between 
these  co-ordinators.  These  two  co-ordinators  would 
probably  not  have  direct  project  management 
responsibility,  because  of  the  range  and  volume  of 
their  work. 


4.  Specialist  systems  personnel:  these  people  will 
report  to  the  Systems  Co-ordinator  and  will  be 
responsible  for  M.S.B.  participation  in  projects  for 
both  development  and  major  maintenance  work,  for  the 
application  of  Ministry  standards,  for  the  supervision 
of  non-Ministry  personnel,  and  for  close  co-operation 
with  user  Branch  representatives  on  project  teams. 
Project  managers  could  be  either  M.S.B.  specialists 
or  User  personnel.  The  assignment  of  systems 
specialists  would  be  reviewed  regularly  by  the 
Director  of  M.S.B.  to  ensure  that  they  are  used  most 
effectively . 


5. 


An  arrangement  of  the 
M.S.B.  personnel  such 
work  will  ensure  that 


responsibilities 
that  the  conduct 
Branch  standards 


and  duties  of 
of  routine 
are  followed. 
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6.  Concentration  of  the  Branch  complement  on  systems 

work.  Our  review  showed  that  the  keypunch  operator 
on  the  strength  of  M.S.B.  is  almost  entirely 
occupied  with  keypunching  Financial  Services  Branch 
data,  which  is  processed  independently  of  M.S.B. , 
and  the  terminal  operator  has  been  moved  to  an 
analysis  position.  In  these  circumstances  the 
Branch  could  negotiate  with  MOGS  to  provide  data 
conversion  services  on  a  contract  basis,  and 
one  complement  position  could  be  transferred  to 
either  Financial  Services  Branch  or  MOGS.  The 
transfer  of  responsibility  for  Records  Management 
from  M.S.B.  to  Administrative  Services  will  also 
have  the  effect  of  reducing  the  administrative 
workload  on  Branch  management. 
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Preliminary  Job  Description  for  the  Systems  Co-ordinator 


1.  Immediate  supervisor:  Director,  Management  Systems 
Branch . 


2.  Purpose  of  position:  To  assist  Program  Managers  in  the 
use  of  computing  and  other  systems  resources  to  meet 
their  objectives. 

3.  Summary  of  duties  and  responsibilities: 

20%  .1  Initiate  and  respond  to  requests  for  the  examination 

of  situations  where  the  techniques  of  systems 
analysis  may  be  applied  to  problems  identified  in 
program  activities,  and  to  areas  where  improvements 
in  operations  may  be  made  for  greater  efficiency  or 
effectiveness . 


201  .2  Participate  in  the  planning  process  with  the  Program 

Managers  to  facilitate  consideration  of  the  allocation 
of  funds  for  the  appropriate  use  of  systems  resources 
and  procedures . 


20%  .3  Participate  in  the  planning  process  with  Branch 

directors  in  considering  the  specific  use  of  systems 
resources . 

20%  .4  Help  Branch  directors  define  projects,  prepare 

detailed  terms  of  reference,  and  arrange  the 
employment  of  appropriate  non-Ministry  resources  in 
accordance  with  both  Management  Board  guidelines 
and  Ministry  procedures. 


5%  .5  Assign  specific  responsibility  to  the  Ministry 

Systems  Specialist  who  will  actively  participate  in 
the  conduct  of  the  project. 

10%  .6  Monitor  the  progress  of  projects,  and  advise  the 

Program  Manager  and  Branch  Director  on  appropriate 
action . 
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51  .7  Identify  the  education  needs  of  the  operating 

personnel  to  promote  their  understanding  of  the 
applicability  of  systems  techniques. 

4.  Skills  and  knowledge  required: 

.1  Senior  matriculation,  and  preferably  post-secondary 
education  in  business  or  systems. 

.2  Say  ten  years  work  experience  half  of  which  should 
have  provided  close  and  practical  exposure  to 
systems  work. 

.3  Excellent  communications  skills. 

.4  Experience  of  Government  management  procedures. 

.5  Supervision  and  management  of  systems  personnel. 
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Complement 


Currently  M.S.B.  complement  is  twenty-one.  Seven 
positions  are  assigned  to  the  records  management  program 
indicating  that  fourteen  are  for  systems;  however,  one  of  the 
seven  is  the  documentation  specialist  primarily  employed  on 
E.D.P.  systems.  The  number  of  positions  currently  directly 
concerned  with  systems  work  therefore  is  fifteen.  Allowing  for 
the  transfer  out  of  a  keypunch  operator  and  the  Manager 
Management  Systems  reduces  the  complement  to  thirteen. 

We  think  that  application  should  be  made  to 
Management  Board  for  provision  to  add  four  positions  to  the 
Branch  for  systems  work.  The  complement  for  these  positions 
would  be  obtained  partially  by  negotiation  with  MOGS,  who 
might  provide  two  positions  from  S.D.S.,  and  partially  from 
within  the  Ministry.  One  position  might  be  provided  by  the 
Records  Management  unit.  Alternatively  one  position  might 
have  to  be  filled  with  a  person  engaged  on  a  contract  until 
complement  can  be  freed  for  this  purpose. 

Similarly,  we  think  that  the  required  expertise  in 
organization  and  methods  techniques  could  be  obtained  on  a 
contract  basis  for  the  short-term.  The  objectives  would  be 
to  provide  the  service  to  user  Branches  while  educating  the 
systems  co-ordinators  in  the  appropriate  application  of  these 
techniques . 
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Complement  Required  17 


PROGRAM  ANALYSIS  AND  BUDGET  CO-ORDINATION 
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PROGRAM  ANALYSIS  AND  BUDGET  CO-ORDINATION 
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INTRODUCTION 


The  Program  Analysis  position  was  established  to 
facilitate  the  preparation  of  the  Ministry's  multiple  year 
plans  and  annual  budgets,  and  to  keep  the  Deputy  Minister  and 
senior  managers  of  the  Ministry  informed  on  progress  towards 
the  stated  program  goals.  Two  years  ago  the  budget 
co-ordination  and  expenditure  analyst  was  made  subordinate 
to  this  position.  The  unit  reports  directly  to  the 
Executive  Director  of  the  Support  Services  Division. 
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CURRENT  ACTIVITIES 


The  Program  Analyst  and  Budget  Co-ordinator  and 
the  Budget  Officer  have  been  primarily  concerned  with  the 
Multi-Year  Plan,  Budget  preparation,  Estimates  submission 
and  financial  analysis.  There  was  no  indication  of  program 
analysis  studies  or  preparation  of  expenditure  variance 
reports  produced  on  a  regular  basis. 

It  was  not  evident  that  the  Program  Analyst  and 
Budget  Co-ordinator  and  his  staff  were  maintaining  records 
to  establish  the  expenditure  trends  of  the  various 
responsibility  centres.  We  observed  that  senior  management 
were  receiving  monthly  financial  reports  from  the  Financial 
Services  Branch  for  their  own  responsibility  centres,  and 
a  summarized  report  for  the  responsibility  centres  within 
their  divisions.  However,  they  had  not  received  narrative 
reports  highlighting  the  explanations  for  the  significant 
variances . 


We  consider  it  important  that  senior  management 
be  provided  with  financial  reports  analysing  the  under/over 
expenditure  variances  by  responsibility  centre  on  a  regular 
basis.  This  would  enable  senior  management  to  review  the 
current  Ministry  programs  from  the  standpoint  of 
expenditure,  and  be  in  a  position  to  evaluate  the  budgetary 
impact  of  any  new  proposed  program  or  activity  that  may 
arise  during  the  fiscal  year. 

We  recommend  that 


4.1  The  Program  Analyst  and  Budget  Co-ordinator 
prepare  a  narrative  report  to  accompany  the 
financial  reports  on  a  quarterly  basis,  i.e., 
for  the  period  ending  June,  September, 
December  and  March. 
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These  reports  should  be  available  for  senior 
management  by  at  least  the  end  of  the  following  month.  The 
reports  would  not  be  restricted  to  the  financial  data  on 
expenditure,  but  would  also  incorporate  data  such  as  the 
manpower  situation,  by  comparing  strength  to  complement, 
expressed  in  terms  of  man-years  rather  than  a  straight 
vacancy  figure,  and  quantified  measures  of  activity  used  by 
the  program  delivery  branches  in  internal  reporting. 

In  the  section  on  Planning  and  Research  we  have 
identified  this  unit  as  a  vital  part  of  the  Ministry  level 
Planning  and  Research  Branch,  and  have  recommended  that  it  be 
a  foundation  on  which  to  build  that  Branch.  In  that 
circumstance  the  unit  would  report  to  the  Executive  Director 
of  the  Support  Services  Division  through  the  Branch  Director 
and  not  directly. 
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FINANCIAL  SERVICES  BRANCH 
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INTRODUCTION 


During  the  course  of  our  interviews  with  senior 
managers  on  services  being  provided  by  the  Financial  Services 
Branch  (F.S.B.),  their  major  concern  was  the  reliability  of 
the  monthly  financial  statements.  At  the  request  of  the 
Executive  Director  of  the  Support  Services  Division,  we 
reviewed  certain  specific  procedures  which  he  believed  could 
be  improved. 


This  section  of  our  report  deals  with  these  procedures 
and  the  structure  of  the  Branch  in  current  circumstances. 

If  the  Financial  and  Administrative  Services  Branches  are 
merged  then  our  recommendations  on  procedures  will  still  be 
applicable,  however  the  structure  of  the  unit  will  be 
different.  Our  recommendations  for  the  organization  of  a 
merged  unit  appear  in  the  section  on  the  organization  of 
services  in  the  Ministry. 
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MONTHLY  FINANCIAL  REPORTS 


The  monthly  financial  reports  and  detailed 
expenditure  listings  are  not  being  used  by  managers  to  measure 
expenditure  against  budget.  In  the  majority  of  cases, 
separate  records  are  being  maintained  to  verify  the  F.S.B. 
reports  and  to  provide  more  current  and  detailed  information. 

The  Assessment  Division  requires  each  regional 
office  to  prepare  a  detailed  monthly  financial  report 
explaining  any  significant  variance  between  the  budget  and 
the  actual  expenditure.  In  addition,  the  regional  offices 
prepare  a  monthly  reconciliation  between  their  records  and 
the  F.S.B.  financial  report.  This  represents  a  duplication 
of  effort  that  would  not  be  necessary  with  a  co-ordinated 
financial  reporting  system. 

Our  examination  identified  five  major  problem  areas. 

1.  Coding  Errors  and  Incorrect  Charges 

In  the  majority  of  the  cases  examined,  the  initial 
purchase  requisitions  had  been  incorrectly  coded  by  the 
Branches  or  Regions. 

Confusion  exists  throughout  the  Ministry  on  the 
proper  application  of  the  sub-object  codes  for  ’’Supplies" 
and  "Printing”.  Further,  F.S.B.  has  not  been  correcting 
the  sub-object  expenditure  code  on  the  invoices. 

The  input  data  prepared  by  F.S.B.  for  keypunching 
was  not  being  controlled  on  three  critical  points  before 
processing.  While  errors  caused  by  one  fault  were  being 
corrected  in  the  subsequent  month;  errors  caused  by  the 
other  two  were  not  found,  unless  the  errors  were  brought 
to  the  attention  of  F.S.B.  by  the  responsibility  centre 
manager . 
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We  think  these  problems  could  be  considerably  reduced 
if  the  Budget  Officer  published  a  code  of  accounts  with 
narratives  on  the  permissable  charges  for  the  accounts. 

The  next  stage  would  be  to  clearly  assign  responsibility 
to  the  responsibility  centre  managers  for  the  correct 
coding  of  all  transactions,  and  by  providing  them  with 
the  means  to  submit  correcting  account  coding  entries. 
F.S.B.  should  perform  a  control  function  by  checking  the 
full  coding  on  large  invoices.  The  data  control 
procedures  applied  by  F.S.B.  have  been  improved  since  our 
review . 


2.  Delays  in  Processing  of  Expenditure  Transactions 

While  several  causes  of  delays  are  inadequate 
procedures,  there  is  a  required  amount  of  checking  and 
auditing  to  be  performed  which  is  time-consuming  in 
itself.  The  performance  of  F.S.B.  in  this  work  is  good, 
in  comparison  with  other  Ministries. 


The  process  could  be  shortened  by  two 
20%,  if  the  responsibility  centre  managers 
with  ensuring  the  arithmetical  accuracy  of 
which  they  approve. 


days,  about 
were  charged 
all  transactions 


We  accordingly  recommend  that 


5.1  The  Ministry  accounting  procedures  be  revised 

to  place  the  responsibility  for  coding  and  checking 
expenditure  transactions  on  the  responsibility 
centre  managers. 
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Invoices  for  legal  services,  including  the  invoices 
received  from  the  Regional  Assessment  Offices,  must  be 
forwarded  to  Legal  Services  Branch  for  approval.  Legal 
Services  Branch  are  extremely  slow  in  returning  the 
invoices  to  F.S.B.  One  solution  to  this  problem  would  be 
to  apply  a  follow-up  procedure,  another  might  solve 
the  following  problem. 

The  invoices  for  services  obtained  from  central 
agencies  within  the  government  are  mostly  processed 
through  Ministry  of  Government  Services  (MOGS)  in  the 
form  of  journal  entries  which  are  sent  to  F.S.B.  for 
approval  and  return.  Our  examination  of  these  journal 
entries  indicates  that  MOGS  are  regularly  submitting 
invoices  for  goods  and  services  delivered  three  months 
previously . 

The  delays  associated  with  MOGS  invoicing  are  not 
unique  to  this  Ministry.  In  discussions  with  two  other 
Ministries,  we  learned  that  no  advance  accounting  action 
was  being  taken  until  receipt  of  the  journal  entries 
from  MOGS,  so  that  monthly  expenditure  reports  being 
provided  in  these  Ministries  are  not  providing  current 
expenditure  data  either. 

The  services  being  provided  by  MOGS  and  other 
Ministries  represent  a  significant  expenditure  for  the 
majority  of  our  responsibility  centre  managers,  therefore 
it  is  important  that  alternative  methods  for  more  rapid 
processing  of  expenditure  transactions  be  established. 


64 


All  invoices  received  by  F.S.B.  for  tangible  property 
including  furniture  and  equipment  are  passed  to 
Administrative  Services  Branch  (A.S.B.)  for  matching  with 
the  applicable  purchase  documents  and  then  returned  to 
F.S.B.  This  process  usually  takes  from  1  to  3  days 
depending  on  whether  all  supporting  material  is  available 
in  A.S.B.  It  is  currently  the  responsibility  of  A.S.B. 
to  ask  the  responsibility  centre  manager  for  missing 
documents.  The  workload  to  do  this  matching  in  A.S.B. 
has  been  estimated  to  require  the  full  time  service  of 
two  employees . 

This  is  usually  regarded  as  an  accounting  function 
for  reasons  of  efficiency  and  control,  and  this  appears 
to  be  the  common  procedure  in  other  Government  Ministries. 
The  majority  of  the  supplies  are  delivered  direct  to  a 
responsibility  centre,  and  only  that  unit  can  certify 
that  the  goods  have  been  received.  Where  there  are  short 
shipments,  F.S.B.  can  design  a  procedure  to  reference 
the  invoices  to  the  applicable  purchase  order  to  avoid 
possible  duplicate  payment. 

Since  A.S.B.  is  responsible  for  the  physical  control 
of  fixed  assets  within  the  Ministry,  it  will  be  necessary 
for  F.S.B.  to  forward  a  copy  of  all  asset  invoices  to 
A.S.B.  to  ensure  that  the  items  are  properly  identified 
and  cataolgued  in  the  fixed  asset  inventory  control  system. 
A  periodic  balancing  of  the  inventory  asset  control 
register  to  the  total  dollar  value  account  being 
maintained  by  F.S.B.  would  indicate  if  all  documents  have 
been  processed  through  the  subsidiary  fixed  asset  system. 


We  therefore  recommend  that 


5.2  The  responsibility,  complement  and  trained 

personnel  involved  in  the  matching  of  payable 
invoices  be  transferred  from  the  Administrative 
Services  Branch  to  the  Financial  Services 
Branch . 


Another  cause  of  delay  is  the  keypunching  of  the 
input  data,  by  the  Data  Entry  Operator  in  Management 
Systems  Branch.  It  was  established  that  the  input  data 
submitted  by  F.S.B.  comprises  971  of  the  employee's 
work.  F.S.B.  staff  were  most  critical  of  the  services 
being  provided.  The  cause  being  that  the  Branch  has  no 
control  over  a  resource  vital  to  their  operation;  while 
the  Branch  with  the  authority  has  no  real  interest  in 
applying  it.  The  difficulty  being  compounded  by  the 
remote  work  station  of  the  operator. 

We  recommend 

5.3  The  addition  of  complement  for  one  Data  Entry 
Operator  to  the  Financial  Services  Branch. 


This  action  would  provide  F.S.B.  with  direct  control 
over  the  quality  and  quantity  of  the  data  being  submitted 
for  computer  processing. 
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3. 


Expenditure  Cutoff  Dates 

F.S.B.  has  never  told  the  responsibility  centre 
managers  the  monthly  expenditure  cutoff  dates ,  except  for 
the  close  of  the  fiscal  year  accounting  period. 

Our  examination  indicates  that  it  normally  takes 
from  seven  to  ten  working  days  to  process  an  invoice 
through  the  system.  Therefore,  items  submitted  by  the 
responsibility  centre  manager  within  the  last  two  weeks 
of  the  month,  will  probably  not  appear  on  the  expenditure 
printout  until  the  following  month. 

Present  government  regulations  require  F.S.B.  to 
reconcile  their  expenditure  control  accounts  with  T.E.I.G.A. 
at  the  end  of  each  month.  This  requirement  does  not 
restrict  F.S.B.  from  processing  requisitions  for  payment 
to  the  detail  responsibility  centre  accounts  up  to  the 
last  working  day  of  each  month,  since  F.S.B.  is  only 
required  to  reconcile  the  expenditure  by  the  five 
Ministry  of  Revenue  programs. 

To  improve  the  input  of  accounting  data  is  only 
one  part  of  the  system,  namely  to  reflect  the  actual 
expenditure  to  date.  It  is  equally  important  for  the 
responsibility  centre  managers  to  ensure  they  have 
accurately  calendarized  their  anticipated  expenditure 
pattern . 

We  recommend  that 


5.4  Commencing  with  the  1975/76  fiscal  year  Financial 
Services  Branch  process  transactions  to  the  last 
working  day  in  each  month,  and  that  detailed 
instructions  be  issued  concerning  the  calendarized 
expenditure  forecasts  for  1976/77  to  recognize 
the  timing  of  processing  inter-Minis try 
transactions . 
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4. 


Consolidation  of  Expenditure  Data  and  Inadequate 
Transaction  Explanations 

The  consolidation  of  expenditure  data  appears  to 
occur  most  frequently  in  the  "Supplies”  and  "Printing" 
invoices  being  received  from  MOGS.  The  responsibility 
centre  manager  has  been  provided  with  copies  of  all  the 
invoices,  but  they  are  not  identified  to  the  particular 
journal  entry  shown  on  the  expenditure  printout.  F.S.B. 
agree  that  explanations  appearing  on  the  financial 
expenditure  reports  cause  confusion  especially  since  our 
processing  system  is  often  three  months  in  arrears. 

After  examining  the  procedures  we  suggest  that  when 
the  input  data  is  being  consolidated,  the  invoice  copies 
be  stapled  together,  and  annotated  with  the  Journal  Entry 
number.  This  will  facilitate  easy  identification  of 
the  items  on  the  expenditure  printout  by  the  responsibility 
centre  manager. 

Further  that  the  input  data  sheets  be  examined  by 
the  Manager  Expenditure  Accounting  and/or  the  Data 
Processing  Control  Clerk  to  ensure  that  the  expenditure 
will  be  readily  identified  by  the  responsibility  centre 
manager  on  the  printed  reports. 

The  project  team  did  not  consider  the  lack  of  adequate 
explanations  to  be  a  major  problem  in  reading  the 
expenditure  listings.  F.S.B.  could,  in  time,  develop  and 
publish  a  standard  glossary  of  terms  and  abbreviations 
to  assist  responsibility  centre  managers  in  understanding 
the  explanations  appearing  on  the  printed  reports. 
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5.  Commitment  Control 

The  present  monthly  financial  reports  indicate  columns 
for  "Committed  Funds"  and  "Uncommitted  Funds".  The 
responsibility  centre  managers  experience  difficulty  in 
determining  the  basis  for  the  amounts  appearing  in  the 
"Committed  Funds"  column  for  salaries  and  employee  benefits. 
The  amounts  shown  correspond  to  neither  the  calendarized 
cash  forecast  nor  the  approved  estimate  of  expenditure 
provided  to  the  budget  officer  at  the  beginning  of  the 
year,  and  should  be  discontinued. 

The  present  system  of  reporting  commitments  makes  no 
provision  for  costs  attributable  to  continuing  contracts; 
goods  or  services  received  but  not  paid  for;  and 
outstanding  purchase  orders.  In  short  it  is  not  useful 
and  may  even  be  misleading. 

A  simple  manual  commitment  control  system  could  be 
designed  in  consultation  with  F.S.B.  the  Program  Analyst 
and  Budgeting  Co-ordinator  for  use  by  all  responsibility 
centre  managers. 

The  managers  after  checking  the  monthly  expenditure 
listing  to  a  manually  maintained  commitment  control 
register,  would  provide  F.S.B.  with  the  amount  of  the 
outstanding  commitments.  This  data  would  then  be 
reported  on  the  financial  reports  as  "Committed  Funds". 

The  present  column  "Uncommitted  Funds"  would  then 
reflect  more  realistic  under/over  expenditure  for  the 
year  to  date  than  the  current  reports. 


69 


The  implementation  of  a  manual  commitment  control 
system  will  create  some  additional  accounting  work  by  the 
responsibility  centre  manager,  but  will  also  replace  the 
present  monthly  reporting  system  of  the  Regional 
Assessment  offices  to  the  Assessment  Division  head  office. 
With  the  introduction  of  commitment  control,  the  project 
team  considers  that  the  monthly  financial  reports  will 
provide  senior  management  with  a  reasonably  accurate 
measure  of  actual  expenditure  against  budget  for  each 
responsibility  centre. 

We  therefore  recommend  that 


5.5  Direction  be  given  for  the  design  and 

implementation  of  a  Minis try-wide  commitment 
control  system. 


The  implementation  of  these  recommendations  should 
substantially  reduce  the  reconciliation  processes  and 
improve  the  usefulness  of  the  financial  reports. 
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PAYROLL  PROCEDURES 


The  Ministry  operates  a  centralized  and  a 
semi-decentralized  payroll  system.  We  found  both  systems  were 
working  well. 

In  the  centralized  system  F.S.B.  is  responsible  for 
maintaining  the  payroll  records,  preparing  the  input  and 
conducting  a  pre-audit  of  the  paylists  from  MOGS  prior  to 
cheque  issuance  to  personnel  in  head  office.  District  R.S.T. 
Offices,  and  the  P.O.S.O.  Branches. 

In  the  decentralized  system  the  Regional  Assessment 
Offices  are  responsible  for  maintaining  the  payroll  records, 
and  preparing  the  input  to  F.S.B.  for  onward  transmission  to 
MOGS.  F.S.B.  conducts  a  pre-audit  of  all  data  received  from 
the  Regional  Office  before  submission  to  MOGS,  however,  it 
does  not  conduct  an  audit  of  the  paylists  and  cheques  from 
MOGS.  The  paylists  and  cheques  are  sent  direct  to  the 
regional  offices  for  verification  prior  to  cheque  issuance. 

We  examined  the  feasibility  of  expanding  the  semi- 
decentralized  payroll  system,  by  transferring  the 
responsibility  for  maintaining  the  payroll  records,  and 
submission  of  all  payroll  input  data  for  the  R.S.T.  District 
Offices  and  P.O.S.O.  Branches  to  the  Regional  Assessment 
Offices  in  their  regions. 

Since  the  locations  of  the  offices  are  not  always 
in  the  same  towns.  Even  when  the  offices  are  located  in  the 
same  city  or  town,  they  are  widely  separated,  therefore 
it  would  involve  the  transportation  of  documents  between  the 
various  locations. 
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In  these  circumstances  we  believe  the  assigning  of 
the  payroll  function  for  the  R.S.T.  District  Offices  and  the 
P.O.S.O.  Branches  to  the  Regional  Assessment  Offices  would 
not  improve  the  efficiency  or  effectiveness  of  the  present 
payroll  system. 

In  order  to  eliminate  the  duplication  of  checking 
work  we  recommend  that 


5.6  F.S.B.  cease  their  pre-audit  of  all  payroll  data 
being  received  from  the  Regional  Assessment 
Offices . 


We  also  recommend  that 


5.7  The  system  of  R.S.T.  District  Offices  and  P.O.S.O. 
Branches  communicating  directly  with  their  head 
offices  on  payroll  should  be  continued  until  a 
majority  of  the  offices  are  located  in  the  same 
buildings . 


MOGS  is  in  the  process  of  introducing  a  new 
Integrated  Payroll  Personnel  Employee  Benefits  System 
(IPPEBS) .  A  pilot  test  of  the  new  proposed  system  in  three 
Ministries  has  been  scheduled  by  MOGS  for  commencement  in 
May  1975. 


At  the  present  time  there  are  three  separate  data 
banks,  requiring  separate  input  for  the  Personnel,  Payroll, 
and  Employee  Benefits  Information  data.  One  of  the  first 
effects  of  IPPEBS  is  the  establishment  of  a  single  data  bank. 
This  will  eliminate  the  necessity  for  separate  input  for  each 
of  the  present  functions.  However  it  is  not  yet  possible  to 
assess  the  operational  or  manpower  effects  of  the  new 
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payroll  system, 
present  payroll 


and  we  think  that  no  further  changes  to  our 
operations  should  be  undertaken. 
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TRAVELLING  EXPENSES  PROCESSING 


Three  systems  are  in  operation  in  the  Ministry  for 
processing  travel  expenditures . 

C i )  F.S.B.  is  responsible  for  the  complete  verification 
of  all  travel  claims  submitted  by  head  office  employees, 
except  R.S.T.  personnel. 

(ii)  The  R.S.T.  Branch  operates  a  bank  "Advance  Account", 
for  issuing  travel  advances  and  paying  travel  expenses 
claims  for  both  field  and  headquarters  staff.  It  is 
responsible  for  ensuring  the  accuracy  of  the  claims 
submitted  in  accordance  with  existing  government 
regulations  and  Ministry  directives. 

(iii) The  Regional  Assessment  Offices  operate  their  own 
"Advance  Accounts",  and  conduct  a  verification  of  claims 
submitted,  like  the  R.S.T.  Branch. 

The  submission  of  the  claims  by  the  R.S.T.  Branch 
and  the  Regional  Assessment  Offices  is  subjected  to  a  sample 
audit  by  the  travel  expenditure  section  within  F.S.B.  prior 
to  reimbursement  of  their  Advance  Accounts.  The  audit  has 
revealed  that  the  system  of  having  R.S.T.  and  Regional  Offices 
verify  claims  is  working  well. 

All  claims  must  now  be  authorized  and  approved  by 
senior  staff  within  the  Branches,  therefore  this  appears  to 
be  the  proper  level  for  determining  validity  of  the  claims. 
F.S.B.  could  then  conduct  only  a  sample  audit,  and  provide  a 
more  rapid  service  in  the  payment  of  travel  claims. 

We  recommend  that 


5.8  The  audit  responsibility  now  accepted  by  F.S.B. 
for  all  head  office  travel  expenses  be  assigned 
to  Branch  management. 
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ministry  of  REVENUE  LIBRARY 

Acceptance  of  this  recommendation  will  require  the 
publication  of  clear  instructions  on  the  procedures  to  be 
followed  by  Branch  management  and  a  re-statement  of  managers' 
responsibility  for  the  authorization  of  expenditures. 

We  also  recommend  that 


5.9  F.S.B.  should  take  over  operation  of  the  R.S.T. 
bank  account. 


We  recognize  that  the  increased  volume  will  create 
an  additional  workload,  however,  if  the  R.S.T.  system  of 
staggered  submission  dates  for  district  offices'  claims  is 
continued,  it  should  provide  an  even  work- flow  throughout 
the  month.  In  these  circumstances  no  increase  in  complement 
would  be  required  in  F.S.B. 

On  the  other  hand,  the  assigning  of  responsibility 
to  F.S.B.  for  the  R.S.T.  Branch  claim  processing  should  result 
in  the  deletion  of  one  complement  position  in  R.S.T. 

The  system  for  travel  claim  procedures  in  the 
Regional  Assessment  Offices  is  working  well  and  we  see  no 
reason  for  change. 
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BRANCH  ORGANIZATION 


The  accompanying  organization  chart  illustrates 
a  proposed  structure  for  the  Financial  Services  Branch  in  the 
presently  organized  Support  Services  Division.  It  represents 
the  present  organization  of  the  Branch,  except  for  a  minor 
change  in  the  reporting  relationship  of  the  Data  Processing 
Control  Clerk,  and  the  addition  of  three  complement  positions 
recommended  in  our  report. 

In  the  last  chapter  of  this  report  we  report 
further  consideration  of  the  organization  of  the  Branch  and 
its  position  in  the  Support  Services  Division. 
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NOTES :  (1)  Transfer  2  complement  positions  from  A.S.B. 

(2)  Transfer  responsibility  for  the  Data  Processing  Control  from  Manager  Expenditure  Accounting 
to  Manager  Accounting  Records. 

(3)  Transfer  1  complement  position  from  R.S.T.  Branch. 
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INTRODUCTION 


There  appears  to  be  some  confusion  in  the 
Administrative  Services  Branch  as  to  what  their  role  is  in  the 
Ministry.  The  Director  describes  it  as  providing  service  and 
advice  to  operating  management,  and  yet  their  actions  in  many 
respects  reflect  the  application  of  control.  In  certain  areas 
where  they  could  be  providing  service  they  are  not  unless 
requested  to  do  so. 

In  general  the  Administrative  Services  Branch  seems 
to  respond  to  requests  rather  than  initiate  actions.  The 
result  seems  to  be  that  the  Administrative  Services  Branch  is 
frequently  responding  to,  in  their  terms,  unreasonable  demands. 
We  suggest  that  were  Administrative  Services  Branch  to  have 
a  more  positive  outlook  and  to  communicate  with  the  operating 
branches,  they  might  establish  an  understanding  and  climate 
in  which  they  would  not  have  to  respond  to  frequent  crisis 
demands . 

It  is  in  matters  like  this  that  a  formal  program  to 
facilitate  intra  mural  communications,  which  we  discuss  in 
the  section  on  the  Personnel  Branch,  would  be  very  useful. 

It  is  more  realistic  to  expect  a  manager  to  use  an  existing 
publication  than  to  expect  the  production  of  isolated 
bulletins  to  meet  short-term  changes  in  working  circumstances. 
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OFFICE  ACCOMMODATION  AND  SECURITY 


Administrative  Services  Branch  presently  reacts  to 
branches  or  field  offices  which  report  problems  with  office 
accommodation  and  services.  When  action  is  requested  of  the 
Ministry  of  Government  Services  (MOGS)  there  is  no  one 
person  in  the  Administrative  Services  Branch  (A.S.B.)  who  is 
responsible  for  following  up  to  find  out  whether  the 
requested  action  ever  takes  place. 

Most  other  ministries  have  Accommodation  Officer 
positions  as  recommended  by  MOGS.  This  officer  would  make 
inquiries  of  all  ministry  offices  on  a  regular  basis  to 
identify  problems.  When  action  is  requested  of  MOGS,  this 
person  would  maintain  a  system  of  follow-up  to  ensure  that 
action  is  taken. 

Where  the  ministry  is  the  only  tenant  in  a  building 
the  building  security  is  good.  However,  in  buildings  such  as 
801  Bay  Street  where  the  Ministry  of  Revenue  is  only  one  of 
many  tenants,  building  security  is  not  as  strict.  After 
normal  business  hours,  there  is  no  check  of  identification 
and  no  continuity  of  security  personnel.  A.S.B.  has  not 
taken  an  active  role  in  office  security  matters  in  any  of 
the  Ministry's  field  office  locations  except  when  they  have 
been  requested  to  do  so. 

While  we  expect  that  the  problems  in  building 
security  at  head  office  will  be  resolved  when  all  ministry 
head  office  branches  move  into  one  common  building,  A.S.B. 
should  undertake  an  examination  of  building  and  fire  security 
for  all  ministry  offices  across  the  province  in  conjunction 
with  the  operating  branches,  to  determine  needs  for 
improvement;  and  to  establish  a  program  to  ensure  that  the 
changes  deemed  necessary  take  place. 
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We  accordingly  recommend  that 


6.1  An  Accommodation  Officer  be  appointed  from  the 
staff  of  the  Administrative  Services  Branch  to 
co-ordinate  office  accommodation  and  service 
matters  for  the  Ministry. 


82 


PRINTING 


Demands  for  printing  services  that  are  made  by 
operating  branches  are  often  not  realistic,  particularly  with 
respect  to  delivery  time  limits.  However,  there  does  not 
appear  to  have  been  sufficient  effort  by  A.S.B.  to  communicate 
the  difficulties  and  realities  of  the  printing  market  to 
their  clients . 

We  suggested  that  A.S.B.  obtain  tenders  from  three 
rapid  turnaround  printing  firms  to  accommodate  small  urgent 
printing  requests  without  having  to  go  through  the  tendering 
or  quotation  process  for  each  and  every  printing  job,  and 
expect  that  this  will  help  to  improve  service. 
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FORMS  DESIGN  AND  RECORDS  MANAGEMENT 


The  operations  of  the  Forms  and  Records  Section  in 
the  Management  Systems  Branch  are  very  closely  linked  to  many 
of  the  activities  of  A.S.B.  in  purchasing,  printing,  the 
Visual  Identity  Program,  records  storage  space  and  equipment, 
transport  to  permanent  storage  and  retrieval  of  records  and 
files.  The  usual  difficulties  of  co-ordinating  the  design 
and  printing  of  new  forms  are  increased  by  the  current 
organizational  and  physical  separation  of  the  two  units, 
which  have  complementary  responsibilities.  The  Forms  and 
Records  Section  approves  destruction  and  A.S.B.  follows  the 
instructions,  but  has  no  opportunity  to  advise  on  the  methods. 

Here  we  recommend  that 


6.2  The  Ministry  Records  Management  Committee 

establish  policy  guidelines  with  respect  to 
records  and  forms  destruction. 


The  policy  would  establish  what  material  is  of  a 
confidential  nature  and  therefore  must  be  destroyed,  and  if 
destruction  is  required,  what  methods  can  be  employed.  The 
establishment  of  a  set  policy  on  the  destruction  of  old 
records  will  allow  for  a  more  rational  and  efficient 
management  of  this  task  which  is  expected  to  increase  in 
the  future. 

The  co-ordination  of  activities  between  A.S.B.  and 
Records  Management  would  be  improved  by  a  transfer  of 
Records  Management  to  A.S.B.,  and  in  addition  the  transfer 
would  relieve  the  management  of  Management  Systems  Branch  of 
an  administrative  task  which  we  believe  is  more  likely  to 
receive  full  attention  in  A.S.B. 
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We  therefore  recommend  that 


6.3  The  Records  Management  Section  now  in  the 

Management  Systems  Branch,  be  transferred  to 
the  Administrative  Services  Branch. 


This  transfer  would  include  the  Records  Services 
Manager,  two  Forms  Analyst/Designers,  two  Records  Officers, 
and  the  Procedures  Analyst/Editor.  The  E.D.P.  Documentation 
Analyst/Editor  would  remain  in  the  Management  Systems  Branch. 
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MAIL  AND  MAILING  LISTS 


The  responsibility  for  maintenance  and  updating  of 
various  mailing  lists  in  the  Ministry  is  not  clear,  and  the 
result  is  that  mailing  in  large  quantities  does  not  always 
run  smooth. 

We  recommend  that 


6.4  Each  part  of  the  Ministry  that  has  a  need  for 
large  mailing  using  specialized  mailing  lists 
be  made  responsible  for  the  establishment  and 
updating  of  their  own  mailing  lists  and 
supplying  labels  to  A.S.B. 


In  these  circumstances  A.S.B.  would  only  be 
responsible  for  the  maintenance  of  those  mailing  lists  which 
are  internal  to  the  Ministry. 

We  also  suggest  that  the  Ministry  investigate  the 
possibility  of  transferring  responsibility  for  the  actual 
mailing  of  all  mass  mailing  for  the  Ministry  of  Revenue  to 
the  Government  Mail  Services  Section  of  MOGS.  At  present 
MOGS  handles  some  of  the  mass  mailings  for  the  Ministry  of 
Revenue,  and  if  operating  management  were  to  exercise 
proper  advance  planning  we  believe  that  all  mass  mailings 
could  be  given  to  MOGS. 

We  think  that,  whether  or  not  all  mass  mailings  are 
transferred  to  the  Government  Mail  Service  Section  in  MOGS, 
individual  branches  ought  to  be  charged  with  the  costs  of 
their  mass  mailing  to  reflect  a  more  accurate  cost  of  their 
programs . 
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We  recommend  that 


6.5  Program  managers  should  budget  for  the  cost 
of  mass  mailings  and  the  actual  costs  should 
be  charged  back  to  the  programs. 


All  regular  mail  would  continue  to  be  handled  by  the 
Administrative  Services  Branch  with  the  funds  in  the 
Administrative  Services  Branch  budget.  There  would  be  no 
charge  back  to  individual  branches  because  the  amount  of 
money  involved  would  not  justify  the  work  necessary  to  cost 
out  each  branch’s  actual  expenses. 
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FIXED  ASSET  RECORDS 


A.S.B.  is  now  in  the  process  of  having  the  ministry’s 
fixed  assets  inventory  system  computerized. 

A.S.B.  will  have  responsibility  for  the  physical 
accounting  for  all  fixed  assets  in  the  Ministry.  Financial 
Services  Branch  will  have  responsibility  for  the  financial 
accounting  for  fixed  assets.  The  two  systems  will  be 
maintained  independently  of  each  other  in  order  to  facilitate 
the  verification  of  the  accuracy  of  each. 

Fixed  asset  items  will  be  entered  into  the  inventory 
system  after  A.S.B.  receives  a  copy  of  the  invoice  approved 
for  payment  by  the  Financial  Services  Branch.  The  common 
transaction  code  used  for  both  the  Financial  Services  Branch 
and  Administrative  Services  Branch  fixed  assets  inventory 
will  be  the  transaction  number  that  Financial  Services  Branch 
places  on  the  invoice.  The  use  of  this  common  code  will 
allow  for  easy  cross  reference  in  the  two  systems  and  their 
supporting  documentation. 

The  Administrative  Services  Branch  at  the  present 
time  keeps  records  of  all  ministry  vehicle  useage, 
maintenance  and  repairs.  Although  some  use  of  these  reports 
is  made  by  Administrative  Services  Branch  to  provide  advice 
to  operating  management  on  vehicle  repair  or  replacement, 
this  service  is  only  given  on  a  request  basis. 

We  suggest  that,  since  the  Administrative  Services 
Branch  is  in  a  position  to  analyze  these  vehicle  reports  and 
to  draw  conclusions  regarding  vehicle  useage,  economy,  repair 
and  replacement  timing,  that  they  make  greater  use  of  this 
information  to  guide  and  assist  senior  ministry  management 
in  the  best  utilization  of  the  ministry's  vehicle  resources. 
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LIBRARY 


Currently  the  Library  is  part  of  the  Administrative 
Services  Branch.  Its  services  are  very  well  received  and  the 
unit  appears  to  be  well  directed  and  managed. 

In  a  later  section  of  our  report  we  recommend  the 
establishment  of  a  Ministry  level  Planning  and  Research  Branch, 
which  would  provide  a  research  capacity  and  information 
resource  to  the  whole  Ministry.  We  think  that  the  Library 
would  add  noticeably  to  the  strength  of  the  new  unit  because 
their  functions  responsibilities  and  interests  would  be 
complementary . 

We  accordingly  recommend  that 


6.6  The  Library  be  transferred  to  the  proposed 
Ministry  Planning  and  Research  Branch. 
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SUPPLY  AND  STORES 


In  the  Assessment  Division  each  Regional  Office 
orders  common  stock  items  direct  from  the  Ministry  of 
Government  Services  Central  Stores  using  the  Government  Supply 
Catalogue.  Each  office  is  charged  by  MOGS  for  stock  supplied. 
The  system  is  working  satisfactorily. 

The  remainder  of  the  Ministry  orders  common  stock 
from  A.S.B.,  which  keeps  a  three  to  four  month  inventory  of 
common  stock  items,  which  it  may  not  have  obtained  from 
MOGS.  The  budget  for  buying  this  common  stock  is  in  A.S.B. 
and  is  about  $90,000.  per  annum. 

One  important  element  missing  from  the  system 
operated  by  A.S.B.  for  common  stock  supplies  is  that  there 
is  no  cost  allocation  to  individual  branches.  Although 
the  A.S.B.  system  provides  more  personalized  service  and 
apparent  pricing  advantages,  it  appears  to  emphasize  the 
control  image  of  the  Administrative  Services  Branch  and 
remove  to  some  extent  the  ability  of  operating  management 
to  make  decisions  and  then  be  held  accountable  for  all 
expenditures . 

The  Administrative  Services  Branch  also  operates 
a  custodial  stock  system  for  the  operating  branches  of  the 
Ministry.  The  custodial  stock  inventory  is  comprised  of 
over  950  separate  items,  mostly  forms,  and  has  an  annual 
consumption  value  of  approximately  $600,000. 
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An  area  of  difficulty  in  the  supply  function  at 
present  is  the  manner  in  which  non-discret ionary  custodial 
stock  costing  is  administered  in  the  Assessment  Division. 

Cost  centres  are  not  charged  for  custodial  stock  on  the  basis 
of  actual  useage,  but  rather  on  the  basis  of  a  fixed 
percentage  of  total  cost.  This  system  tends  to  make  accurate 
budgeting  difficult,  and  does  not  allow  for  any  evaluation  of 
the  operating  performance  of  one  cost  centre  in  comparison 
with  any  other  on  the  basis  of  cost  efficiency. 


One  possible  solution  to  this  problem  in  the 
Assessment  Division  would  be  to  cost  out  all  custodial  stock 
and  charge  each  cost  centre  on  the  basis  of  actual  useage. 

We  believe,  however,  that  the  expense  in  charging  for  custodial 
stock  on  a  more  accurate  basis  would  be  more  than  the  benefits 
that  would  result.  The  original  acquisition  is  charged  to 
the  program  or  activity  and  the  nature  of  the  inventory  is  such 
that  its  use  is  largely  determined  by  system  requirements, 
rather  than  by  individual  decisions  of  cost  centre  managers. 
This  contrasts  with  common  stock  items,  the  acquisition  of 
which  are  based  entirely  on  local  decisions. 


We  recommend  that 


6.7  All  of  the  funds  for  Assessment  Division 

custodial  stock  forms  be  placed  in  the  budget 
of  the  Field  Services  Branch  and  that  there 
be  no  charge  back  of  these  costs  to  any  of  the 
field  cost  centres  in  the  Assessment 
Division. 
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A.S.B.  could  supply  data  to  the  Field  Services 
Branch  on  the  amounts  of  custodial  stock  ordered  by  each  cost 
centre  in  the  Assessment  Division,  and  the  Field  Services 
Branch  could  then  monitor  and  control  the  useage  of  the  field 
cost  centres. 

At  present  the  common  and  custodial  stock  operation 
of  the  Administrative  Services  Branch  is  housed  in  the  Hartz 
Building,  occupying  up  to  7,000  square  feet  of  floor  space, 
with  a  complement  of  seven  persons.  Exclusive  of  building 
rental,  which  is  not  charged  but  would  be  about  $2.25  per 
square  foot  or  $15,750  per  annum,  the  annual  facilities 
operating  cost  of  these  stock  systems  is  around  $100,000. 

In  addition  there  are  three  purchasing  officers 
reporting  to  the  Chief  Purchasing  Officer;  two  inventory 
clerks  and  two  typists. 

If,  instead  of  operating  its  own  stock  management 
system,  the  Ministry  used  the  facilities  of  MOGS  the  whole 
Ministry  would  be  operating  under  the  same  system  for 
common  supplies  and  each  cost  centre  would  automatically 
be  charged  for  the  supplies  that  they  ordered.  The  control 
on  operating  management  in  this  area  would  be  the  limitations 
of  the  Government  Supply  Catalogue.  Another  control  factor 
on  purchasing  would  be  that  in  order  to  purchase  items  not 
in  the  Government  Supply  Catalogue,  operating  management 
would  still  have  to  go  through  the  Administrative  Services 
Branch . 


If  senior  Ministry  management  wished  to  have  an 
additional  measure  of  control  on  the  purchase  of  common 
supplies,  these  orders  could  all  be  channelled  through  A.S.B. 
before  going  to  MOGS.  We  believe  however  that  this  would  only 
add  a  step  to  the  process  and  would  be  contrary  to  the  concept 
of  letting  the  manager  manage. 
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When  the  Ministry  orders  common  supplies  direct  from 
MOGS  two  precautionary  measures  will  have  to  be  taken: 

(1)  line  management  will  have  to  not  order  too  frequently 
and/or  in  small  amounts;  and 

(2)  periodic  checks  will  have  to  be  made  to  ensure  that  the 
amounts  of  common  supplies  retained  in  each  cost  centre 
are  realistic  in  light  of  useage,  length  of  time  for 
delivery  on  re-order,  etc,  and  not  in  excess  of  normal 
requirements  and  wasteful  of  space. 

We  think  that  the  Audit  Services  Branch  would  be  able  to 
monitor  this  factor  in  the  ordinary  course  of  its  duties. 

We  estimate  that  using  the  common  stock  supply  system 
could  release  up  to  four  complement,  depending  on  what  the 
volume  of  purchasing  and  supplying  transactions  would  be  in 
common  stock  items  as  against  custodial  stock  items.  The 
extension  of  this  is  to  consider  whether  MOGS  could  manage 
the  custodial  stocks  for  the  Ministry  programs. 

While  MOGS  is  providing  common  stock  to  many 
Ministries,  the  management  of  custodial  stocks  has  not  yet 
been  entrusted  to  MOGS  by  any  other  Ministry.  The  advantages 
to  be  gained  would  be  the  release  of  complement,  and  in  the 
wider  view  the  fuller  use  of  central  agency  facilities  and 
release  of  downtown  real  estate  to  other  Government  use. 

If  custodial  stocks  were  managed  by  MOGS  the  saving 
to  the  Ministry  in  complement  could  increase  to  eleven; 
leaving  four  purchasing  staff  to  handle  the  fixed  assets  and 
non-stock  purchases  for  the  Ministry.  The  annual  cost  to  the 
Ministry  in  budget  terms  is  not  expected  to  change.  First 
because  the  saved  costs  of  the  Ministry's  overhead  will  be 
replaced  by  a  similar  charge  from  MOGS,  and  second  because 
the  A.S.B.  management  believe  that  the  wider  choice  of  products 
offered  by  MOGS  will  result  in  the  operating  units  incurring 
up  to  20%  higher  annual  stationery  and  supplies  expenses. 
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It  is  also  probable  that  MOGS  will  ask  for  a 
transfer  of  some  complement  to  handle  the  work.  This  transfer 
would  in  any  case  have  to  be  considered  because  the  Ministry 
staff  currently  doing  the  work  would  need  to  be  placed,  and 
some  would  be  best  qualified  to  do  supply  handling  work. 

Initially  the  Ministry  of  Government  Services  could 
be  given  only  custodial  responsibility,  that  is  storage  and 
distribution,  for  the  custodial  stock  of  a  single  branch, 
as  a  pilot  project.  Once  MOGS  has  shown  that  they  can  provide 
the  required  service,  they  could  then  be  given  complete 
inventory  management  responsibility  for  that  branch's 
custodial  stock.  If  service  was  still  maintained  at  a 
satisfactory  level,  MOGS  could  then  be  given  the  expanded 
responsibility  of  inventory  management  of  the  custodial 
stock  of  the  complete  Ministry.  This  and  the  alternative  of 
a  rapid  change  would  be  examined  in  a  feasibility  study 
undertaken  jointly  with  MOGS. 

We  recommend  that 


6.8  The  Ministry  utilize  the  facilities  of  the 

Ministry  of  Government  Services  for  the  supply 
of  common  stocks  to  all  units,  and  investigate 
the  feasibility  of  transferring  to  the 
Ministry  of  Government  Services  responsibility 
for  the  custodial  stocks  of  the  Ministry  of 
Revenue . 
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ROLE  AND  OBJECTIVES 


The  role  of  the  Branch  and  the  goals  of  the  Director 
are  derived  from  historical  development,  government  requirements 
and  personnel  initiative.  The  "mission"  of  the  Branch  is  seen 
by  the  Director  to  be: 

-  to  act  as  the  conscience  of  the  organization  to  ensure  that 
justice  is  done  to  employees  and  managers; 

-  to  represent  management  in  its  involvement  with  such  external 
agencies  as  grievance  boards  and  the  Civil  Service 
Commission. 

Personnel  policy  developments  in  the  Ministry  are 
reflected  in  Ministry  Directives.  These  and  other  developments 
are  explained  in  personnel  notes  ,  initiated  by  the  Personnel 
Services  Branch,  which  are  intended  to  reach  all  employees. 

The  above  material  is  mostly  interpretative  -  explaining 
Government  Policy  or  providing  mechanisms  to  implement 
government  policy  within  the  Ministry.  It  reflects  no 
initiatives  of  the  Ministry  in  the  Human  Resources  Management 
area.  Two  major  initiatives  were  undertaken  in  1974,  well 
ahead  of  any  government-wide  activity  in  the  respective  areas. 

One  involves  the  development  of  an  employee  appraisal  workshop 
and  the  other  the  development  of  an  approach  to  manpower 
planning . 


Neither  of  these  initiatives  are  reflected  in  the 
Ministry  Policy  Directives,  however  both  developments  would 
have  benefited  from  published  policy  directives.  If  the 
published  policies  of  the  Ministry  are  an  indicator  of  the 
overall  involvement  of  senior  management  in  Human  Resources 
Administration,  it  may  be  considered  to  be  inadequate,  given 
the  importance  of  this  resource.  Our  recommendations  which 
follow  will  suggest  the  need  for  additional  innovating  policies 
and  for  these  to  be  effectively  communicated  and  implemented. 
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TOTAL  COMPLEMENT  28 


ORGANIZATION 


The  organization  of  the  Personnel  Services  Branch 
can  be  seen  from  the  organization  chart.  There  are  nine 
positions  reporting  directly  to  the  Director.  In  addition, 
there  is  a  pool  of  "floating"  personnel  administrators  who 
are  periodically  reassigned  by  the  Director.  In  practice, 
this  is  somewhat  modified;  one  senior  position  has  not  been 
filled  while  the  three  regional  personnel  administrators  report 
effectively  to  the  Labour  Relations  and  U.H.R.  Implementation 
Supervisor  for  the  present. 
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EVALUATION  OF  CURRENT  SERVICES 


Our  study  approach  was  to  interview  all  senior 
managers  at  Head  Office  and  selected  decentralized  locations 
and  personnel  of  the  Branch.  We  also  studied  contemporary 
personnel  practices  in  general  by  reference  to  published 
material,  observations  and  recommendations  of  the  Committee 
on  Government  Productivity,  discussions  with  Personnel 
Administrators  in  the  Ontario  Government,  The  Ministere  Du 
Revenu  Quebec,  and  a  large  service  organization. 

Our  impressions  of  the  morale  and  attitude  of  the 
supervisory  staff  was  that  both  reflected  well-motivated 
people  anxious  to  do  a  good  job  and  provide  a  useful  service. 
There  is  evidence  of  useful  individual  initiative. 

Our  overall  impression  of  services  provided  to  the 
Ministry  by  the  Personnel  Services  Branch  was  of  satisfactory 
delivery  and  support.  Most  managers  expressed  general 
satisfaction,  but  a  few  indicated  specific  problems.  These 
we  examined  and  found  to  be  mainly  isolated  or  arising  out 
of  factors  beyond  the  control  of  the  Personnel  Services 
Branch,  such  as  Civil  Service  Commission  requirements  or 
shortages  of  particular  skills. 

Some  criticisms  reflected  different  management 
attitudes.  For  example,  one  Director  of  a  large  branch  felt 
that  the  counselling  service  was  "too  soft  on  employees"  and 
created  difficulties  for  managers,  while  another  Director  with 
similar  staff  rated  the  counselling  service  as  "excellent". 

A  few  managers  felt  that  the  Personnel  Services  Branch  should 
have  a  stronger  role  in  training  and  development  and  two  other 
managers  felt  that  the  Branch  should  have  a  higher  profile. 
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ADMINISTRATIVE  SYSTEMS 


The  documentation  procedures  in  the  Personnel  Services 
Branch  are  generally  satisfactory.  However,  the  different 
Revenue  and  Assessment  organizations  have  created  variations 
such  as  the  division  of  processing  methods  and  control 
procedures  . 


On  the  other  hand,  similarities  do  exist  and  these 
are  functioning  effectively.  For  example,  the  personal  files 
for  both  Revenue  and  Assessment  have  been  consolidated  into 
one  filing  system  to  the  advantage  of  the  whole  personnel 
staff. 


The  creation  of  a  single  administrative  system  for 
the  Branch  can  be  achieved  by  using  the  Civil  Service 
Commission  Personnel  Information  System  (subsequently  to  be 
known  as  the  Integrated  Personnel,  Payroll  and  Employee 
Benefits  System)  as  a  base.  It  is  projected  that  these 
administrative  refinements  could  free-up  some  resources  in 
the  payroll  documentation  process. 

Over  the  years  a  build-up  of  duplicate  record  keeping 
has  occurred  in  various  operating  Branches.  This  involves 
the  maintenance  of  duplicate  personnel  files,  employee 
attendance  records,  and  other  personnel  records  of  one 
description  or  another,  in  addition  to  those  official  records 
maintained  within  the  Support  Services  Division.  Listed  below 
are  the  areas  where  these  activities  have  been  formalized  and 
where  potential  savings  exist  through  elimination  and  the 
complement  could  be  freed  as  a  result. 
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Organizational  Unit 

Province  of  Ontario 
Savings  Office 


Activities  to  be 
Eliminated 


Estimated 

Complement 

Reduction 


Attendance  records , 
personnel  files, 
personnel  book  and  cards , 
Head  Office  approval  of 
attendance  reports. 


1 


Retail  Sales  Tax 


Elimination  of  duplicate  1 

personnel  files. 


Other  operations  and  services  Branches  are  maintaining 


duplicate  personnel  files  and  attendance  records,  and  the 
practice  could  be  eliminated,  although  no  complement  would 
be  released  as  a  result  of  this  improvement  in  procedure. 

We  therefore  recommend  that 


7.1  All  units  keeping  personnel  records  which  are 
duplicates  of  the  official  records  should 
transfer  the  records  to  the  Personnel  Branch, 
and  release  the  appropriate  complement  for 
reassignment  in  the  Ministry. 
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STAFF  RELATIONS 


We  experienced  some  difficulty  in  reaching  a 
consensus  on  what  staff  relations  is  all  about.  In  the  minds 
of  some  it  is  strictly  limited  to  formal  collective  bargaining 
and  the  associated  processes. 

Our  reference  to  staff  relations  encompasses  the 
total  relationship  that  the  Ministry  has  with  its  employees, 
including  conditions  and  benefits  subject  to  collective 
bargaining,  but  also  encompassing  all  other  policies  affecting 
that  relationship.  For  example,  while  the  Ministry  has  no 
authority  to  bargain  on  such  matters  as  salaries  and  related 
benefits  there  is  nothing  to  preclude  the  Ministry  from 
developing  policies  on  such  diverse  matters  as  career 
development,  encouraging  social  functions  or  activities, 
providing  retirement  counselling  and  so  on. 

The  Ministry's  stance  in  the  staff  relations  area 
is  reactive.  The  Ministry  responds  to  its  obligations  to 
contribute  to  the  negotiative  process  at  government  level; 
responds  to  advances  from  the  Civil  Service  Commission  to 
negotiate  at  the  local  level,  and  handles  disciplinary  or 
grievance  procedures.  One  senior  personnel  officer  is 
assigned  staff  relations  and  other  responsibilities;  an 
approximate  breakdown  of  his  work  is  as  follows: 

Staff  Relations  (called  Labour  Relations)  65% 

Implementation  of  C.O.G.P.  Recommendations  5% 

Supervision  of  Regional  Personnel  Administrators  30% 
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We  asked  why  the  Ministry  never  initiates  bargaining 
at  the  local  level.  The  Director  of  the  Personnel  Services 
Branch  informed  us  that  this  is  to  avoid  unnecessarily  raising 
the  credibility  of  the  Association  with  employees  who  show 
relatively  little  interest  in  it.  This  may  be  an  appropriate 
strategy,  but  it  is  one  which  we  think  is  of  sufficient 
importance  to  be  arrived  at  only  after  consideration  and 
endorsement  by  top  management. 

If  the  Ministry  management  shares  the  concerns  of 
many  managers  that  union  activity  is  seriously  affecting  their 
ability  to  get  the  job  done,  then  this  would  suggest  the  need 
for  a  much  more  creative  approach  to  staff  relations  by  the 
Ministry . 


Should  management  wish  to  evaluate  this  recommendation 
with  some  measure  or  the  rate  at  which  change  takes  place, 
the  following  observation  from  the  Committee  on  Government 
Productivity,  made  in  1972,  can  be  compared  with  contemporary 
realities : 

"The  Ontario  Government's  announced  intention  to  introduce 
improved  Collective  Bargaining  Legislation  from  crown 
employees  foreshadows  a  new  phase  in  staff  relations. 

It  is  hoped  that  future  Collective  Bargaining  on  behalf 
of  groups  within  the  Public  Service  can  be  conducted 
in  an  atmosphere  of  co-operation  and  common  interest. 

Any  shift  to  the  Adversary  System  -  whereby  employer 
and  employee  take  up  opposing  positions  which  make 
compromise  difficult  without  mediation  or  arbitration  - 
should  be  foreseen  and  avoided.  Able  assistance  and 
clearly  defined  policies  are  needed  to  prevent  a  slide 
into  the  disharmony  which  seems  to  plague  the 
Collective  Bargaining  process  in  many  other  jurisdictions." 

CoO.G.P.  Interim  Report  #6,  Page  33. 
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We  recommend  that 


7.2  Ministry  management  develop  a  Ministry  position 
on  staff  relations  and  make  resources  available 
to  examine  ways  to  improve  staff  relations, 
including  educating  managers  as  to  their 
responsibilities  in  relation  to  unionized 
employees . 
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MANPOWER  PLANNING 


Ministry  manpower  planning  activity  is  presently 
focused  on  a  computer  based  system  for  statistically 
forecasting  future  manpower  needs.  We  understand  that 
during  the  next  year  this  system  will  be  tested  in  the 
Ministry  in  order  to  refine  its  use  and  demonstrate  its 
usefulness  to  managers.  It  is  hoped  that  this  will  generate 
an  interest  in  and  awareness  of  manpower  planning  needs 
among  managers . 

We  are  concerned,  however,  that  the  emphasis  on 
technique  may  obscure  the  broader  issues  involved  in  the  need 
to  plan  manpower  requirements.  The  Ministry  faces  conditions 
suggesting  major  changes  or  reappraisals  in  organization, 
program  content  in  the  income  support  area,  program  delivery 
in  the  assessment  program  after  1976,  and  so  on. 

We  therefore  recommend  that 


7.3  The  Ministry  approach  to  manpower  planning  be 
re-evaluated  to  ensure  that  resources  devoted 
to  technique  are  in  harmony  with  those  needed 
to  develop  overall  awareness  and  policy  in  the 
manpower  planning  area  and  with  other  identified 
needs  for  expanded  Personnel  Services. 


We  suggest  that  the  mechanism  for  doing  this  initially 
should  be  the  development  of  a  position  paper  by  the  Director 
of  Personnel  Services  Branch  outlining  the  broad  areas  of 
concern  about  future  manpower  needs  as  seen  by  the 
professionals  and  by  management.  Such  a  position  paper 
would  help  to  identify  priorities,  form  a  basis  to  confirm 
or  alter  the  present  approach  being  taken  and  provide 
information  for  resource  allocation. 


manpower  training  and  development 


Training  and  development  activity  at  the  Ministry 
level  is  currently  restricted  to  a  supervisor's  employee 
appraisal  course  developed  by  the  Personnel  Services  Branch, 
activity  involved  in  processing  people  through  Civil 
Service  Commission  courses  and  obtaining  approval  for  financial 
assistance  to  employees  taking  courses  through  universities, 
community  colleges  or  professional  associations.  Technical 
training  provided  within  particular  Branches  was  not 
considered  in  our  study.  An  inventory  of  employee 
qualifications  and  courses  taken  has  been  compiled. 

The  quality  of  the  employee  appraisal  course  is  high 
and  reflects  the  initiative  and  drive  of  the  Branch  personnel. 
The  course  appears  to  have  been  well  received  and  although 
not  mandatory  has  been  well  attended. 

The  overall  approach  to  training  and  development 
was  described  to  us  as  an  "ad  hoc"  one.  This,  it  was 
explained,  is  a  necessary  approach  until  more  information 
is  derived  from  the  manpower  planning  system.  We  do  not 
share  this  view.  For  example,  work  could  be  done  to  identify 
suitable  mechanism  for  acquiring  skills  in  technological 
training  aids  such  as  video  tape,  and  in  stimulating  an 
interest  in  this  subject  in  management. 

Further,  a  universal  problem  exists  where  people 
are  promoted  to  a  supervisory  position  for  the  first  time. 

Some  organizations  have  a  mandatory  supervisory  course  to 
assist  the  supervisor  in  making  the  difficult  change  from 
activity  and  attitude  involved  in  "doing"  to  that  involved 
in  "getting  it  done".  Also  to  familiarize  the  new  supervisor 
with  manuals,  directives,  etc.,  with  which  he  must  work  and 
to  ensure  he  is  aware  of  his  duties  and  responsibilities  in 
supervisory  and  disciplinary  relationships. 
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We  are  concerned  that  if  the  current  approach 
continues,  a  year  from  now  the  Ministry  will  be  no  closer 
to  evaluating  its  training  and  development  needs  than  it  is 
now . 


We  therefore  recommend  that 


7.4  The  training  and  development  unit  of  the  Branch 
prepare  a  proposal  for  action  to: 
identify  common  supervisory  and  management 
development  needs  and  specific  technical 
requirements  for  various  positions; 
explore  the  potential  for  the  use  of  available 
training  courses  and  technical  aids  to  assist 
in  training; 

recommend  Ministry  policies  and  mechanisms  to 
administer  the  policies; 
identify  the  human,  financial  and  other 
resources  to  carry  out  the  proposed  training 
and  development  policies. 


In  order  to  provide  for  the  resources  required, 
this  analysis  should  be  available  for  inclusion  in  1976/77 
Estimates.  The  need  for  classroom  facilities  in  the  offices 
at  77  Bloor  Street  West  will  require  early  attention  to 
avoid  possible  dislocation  and  expense  later. 
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ORGANIZATIONAL  DEVELOPMENT 


Current  activities  in  this  area  result  from  the 
initiatives  of  the  Personnel  Officer  involved  rather  than  as 
a  result  of  a  mandate  from  management. 

We  believe  that  the  personnel  function  could  have 
an  active  part  to  play  in  the  development  of  the  Ministry 
organization.  The  role  would  be  a  two-fold  one:  first,  to 
provide  advice  and  guidance  to  management  in  the  establishment 
of  organization  structures,  and  second,  to  continually  evaluate 
the  suitability  of  existing  structures  and  provide  advice 
and  assistance  to  management. 

This  view  would  require  all  proposed  organization 
changes  to  be  developed  in  consultation  with  the  personnel 
function  on  behalf  of  the  Deputy  Minister  prior  to  seeking 
his  approval.  In  order  to  maintain  clear  responsibility  for 
this  work  the  personnel  aspects  of  the  organizational 
development  role  currently  assigned  to  the  Management  Systems 
Branch,  as  reflected  in  the  position  specifications  of  the 
Manager,  Management  Systems,  should  be  transferred  to  the 
Personnel  Branch. 

We  accordingly  recommend  that 


7.5  The  Deputy  Minister  direct  that  all  proposed 
organizational  changes  be  developed  in 
consultation  with  the  Personnel  Branch  before 
submission  for  approval,  and  that  the  Personnel 
Branch  make  appropriate  resources  available 
for  this  function. 
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EMPLOYEE  COUNSELLING 


Counselling  for  alcohol,  drug  addiction  and  related 
problems  is  available  within  the  Personnel  Services  Branch 
under  a  government -wide  program.  The  Ministry  has  its  own 
counsellor,  and  we  were  informed  that  it  is  one  of  only  ten 
Ministries  to  have  taken  this  action. 

The  Director  of  Personnel  Services  Branch  estimates 
that  on  the  basis  of  published  data,  there  could  be 
approximately  one  hundred  and  sixty  persons  with  severe 
alcohol  problems.  One  of  the  problems  with  the  successful 
implementation  of  such  programs  is  lack  of  management 
interest  and  knowledge,  and  the  identification  of  problems 
only  when  the  situation  has  become  acute.  The  possibilities 
for  successful  rehabilitation  are  thus  severly  reduced. 

There  are  many  benefits  to  be  derived  from  a 
well-administered  program  of  rehabilitation;  if  not  from  the 
human  aspect,  then  from  an  economic  point  of  view. 

We  recommend  that 


7.6  Senior  management  strongly  endorse  the  program 
and  direct  that  it  be  made  known  to  managers 
and  vigorously  pursued. 
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Little  sensitivity  has  been  shown  in  the  design  of 
office  space  to  accommodate  people  with  problems.  The 
counsellor  is  in  an  open  landscaped  office  with  little 
privacy.  Access  to  his  office  involves  the  usual  protocol 
with  a  receptionist,  followed  by  a  long  walk  through  the 
landscaped  office. 

We  therefore  recommend  that 


7.7  The  counsellor  be  located  in  accommodation 
which  ensures  complete  privacy  and  that 
consideration  be  given  to  using  the  facilities 
available  through  the  Government  Counselling 
Services . 


The  complete  privacy  which  is  required  for  the 
successful  operation  of  this  program  includes  the 
conscientious  application  of  Ministry  policies  covering  the 
destruction  of  personal  information  divulged  in  these 
circumstances . 
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CAREER  COUNSELLING 


According  to  the  Director  "Career  Counselling"  in 
the  Ministry  comprises  telling  all  new  employees  that  they 
may  contact  the  Personnel  Services  Branch  at  any  time  in 
connection  with  their  employment.  However,  what  the 
Personnel  Services  Branch  can  do  for  them  or  what  role  it  is 
expected  to  play  is  unclear.  For  example,  what  authority 
has  the  Branch  if  an  employee  were  to  identify  a  situation 
in  which  he  was  being  unjustly  treated  by  a  supervisor,  or 
what  role  could  the  Branch  play  in  situations  involving  a 
"career  crisis"? 

The  Committee  on  Government  Productivity  addressed 
this  matter  as  follows: 

"The  many  other  (previous  reference  had  been  to  addiction 
related  problems)  instances  in  which  an  employee  might 
require  counselling  fall  into  four  general  categories: 
uncertainty  about  the  achievement  of  goals  in  a  complex 
organization;  facing  change  in  some  aspect  of  a  job; 
making  decisions  about  career  plans  and  personal 
development;  and  dealing  with  personal  problems.  The 
first  three  are  closely  linked  to  the  job,  while  the 
fourth  could  have  an  important  influence  on  performance." 

C.O.G.P.  Report  #6,  Page  35. 

The  Committee  went  on  to  recommend  an  expanded  Counselling 
Service  which  would  be  the  responsibility  of  the  Program 
Manager  aided  by  the  Ministry  Personnel  Officer. 
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An  expanded  Counselling  Service  may  be  considered 
a  luxury  when  viewed  against  the  backdrop  of  other  urgent 
calls  on  the  Personnel  resources  of  the  Ministry.  Its 
importance  in  a  manpower  development  and  staff  relations 
context  should  be  carefully  examined.  As  a  manpower 
development  component,  it  would  be  an  important  factor  in 
identifying  appropriate  training  plans.  In  a  staff  relations 
context,  a  consideration  is  whether  it  would  be  preferable 
to  encourage  employees  to  bring  their  problems  to  the 
Personnel  Branch  or  take  them  to  their  union. 

The  implementation  of  the  goal  setting  and  review 
procedure  will  place  a  responsibility  on  managers  to  counsel 
subordinates  on  their  careers.  It  is  probable  many  managers 
will  seek  guidance  themselves  on  this  subject. 

We  therefore  recommend  that 


7.8  Consideration  be  given  to  the  preparation  of 
a  full  evaluation  report  covering  attitudes 
of  managers,  the  Personnel  Branch  and 
employees  to  career  counselling. 


The  report  would  cover  levels  of  activity  in  the 
past,  projected  activity  in  an  expanded  service, 
recommendations  for  a  Ministry  Policy,  and  the  assignment  of 
role  and  responsibility  in  providing  the  service.  Possibly 
the  report  could  be  prepared  following  the  publication  of  the 
paper  on  training  referred  to  earlier. 
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PERSONNEL  MANAGEMENT  REPORTS 
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MANAGEMENT  INFORMATION 


There  is  little  control  information  within  the  Branch 
and  performance  evaluation  is  based  on  a  "no  news  is  good  news" 
basis.  In  other  words,  if  no  complaints  are  received  from 
users,  performance  is  judged  to  be  satisfactory. 

No  objective  measures  exist  to  evaluate  efficiency, 
workload,  or  service  costs.  The  cost  of  recruitment  is  not 
a  factor  in  decisions  concerning  the  recruitment  approach  to 
be  undertaken.  Performance  indicators  for  service 
organizations  within  the  Government  generally  are  not  well 
developed  nor  are  service  cost  measures  on  a  charge-back  or 
other  basis  widely  used. 

We  believe  that  the  personnel  function  should  start 
developing  mechanisms  to  measure  its  efficiency,  workload, 
staffing  needs,  effectiveness,  etc.,  and  provide  management 
with  cost  information  to  assist  in  determining  the  type  of 
recruitment  approach  to  adopt. 

There  is  also  a  need  for  good  diagnostic  information 
concerning  the  use  of  human  resources  in  the  Ministry.  High 
staff  turnover,  for  example,  could  isolate  poor  management 
practices,  inappropriate  skill/job  matching  or  generally 
poor  working  conditions.  Profiles  of  performance  evaluation 
could  identify  creative  staff  development  or  inappropriate 
evaluation  by  managers . 

There  is  much  useful  data  which  can  be  extracted 
from  existing  sources.  Examples  of  such  information  are 
contained  in  Table  1.  Care  should  be  taken  to  ensure  that 
only  useful  control  and  diagnostic  information  is  produced. 
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We  recommend  that 


7.9  The  Personnel  Branch  be  directed  to  work  with 
management  to  identify  the  type  of  diagnostic 
and  control  information  required  and  to 
produce  the  reports. 


A  reasonable  date  for  the  first  publication  of  some 
f  the  reports  would  be  approximately  two  months. 
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COMMUNICATIONS 


We  propose  to  deal  with  communications  under  three 
headings:  work-related  communications;  communications  of 
policy;  Government  or  Ministry  information  to  employees, 
and  communications  from  employees. 

1 .  Work-Related  Communications 

Geographic  dispersion  and  organizational  separation 
tend  to  impede  good  work-related  communications  in  the 
Ministry.  The  three  head  office  locations  accentuate 
this.  Our  impression  is  that  in  many  ways  the  Ministry 
is  like  a  number  of  isolated  units  pursuing  their  own 
ob j ectives . 

We  believe  that  the  acceptance  of  our  recommendations 
in  the  planning  and  research,  communications  and  legal 
services  areas  and  the  recommendations  contained  in 
this  section,  will  produce  improvements.  We  also 
consider  that  the  Ministry  should  seek  to  improve 
work-related  communications  further  by  utilizing  working 
groups  crossing  organizational  boundaries. 

If  as  many  as  40  people  were  involved  in  this  way 
on  a  part-time  basis,  this  would  represent  less  than  one 
percent  of  the  Ministry  staff  and  much  less  than  one 
percent  of  available  working  hours.  We  think  the  benefits 
of  improved  communications,  improved  policy  and  more 
involved  and  committed  employees  will  be  well  worth  the 
investment . 
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We  therefore  recommend  that 


7.10  The  Ministry  make  the  appropriate  use  of  working 
groups  crossing  organizational  boundaries  a 
component  of  its  communications  policy. 


2 .  Communications  to  Employees 

We  were  informed  that  the  Ministry  relies  on  its 
communications  to  employees  as  part  of  its  strategy  to 
hold  employee  loyalty.  If  this  is  so,  then  much 
improvement  in  existing  procedures  is  required. 

The  personnel  notes  and  published  policies,  for 
example,  are  a  worthwhile  initiative  of  the  Personnel 
Services  Branch.  They  are  designed,  however,  to  be 
instructive  and  do  not  reflect  the  stance  the  Ministry 
wishes  to  take  with  its  employees.  We  have  recommended 
in  our  report  on  the  communications  function  that 
communications  planning  and  development  activities  be 
initiated  as  soon  as  possible.  It  would  be  appropriate 
that  a  Personnel  Officer  be  assigned  to  work  with 
the  Communications  Advisor  in  developing  employee 
communications  policies. 

3 .  Communications  from  Employees 

Little  is  known  about  the  attitudes  of  employees  to 
the  Ministry.  Exit  interviews  are  sometimes  held  but 
the  information  is  not  correlated  or  used.  There  are 
many  ways  in  which  employees  communicate  their  attitudes 
and  we  think  that  the  implementation  of  our  recommendations 
will  provide  further  avenues.  However  we  do  not  make 
specific  recommendations  on  procedures  qt  this  time. 
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COMPLEMENT  AND  ORGANIZATION 


We  appreicate  that  recommendations  Tor  an  expanded 
scope  in  any  activity  must  be  carefully  evaluated  in  a  climate 
of  tight  controls  on  complement  and  resources.  Two  major 
factors  are  at  the  heart  of  our  proposals: 

first,  there  is  the  obvious  fact  that  human  resources  are  the 
most  important  factor  in  meeting  the  Ministry’s  responsibilities. 
Out  of  every  dollar  spent  in  operating  the  Ministry,  eighty 
cents  represents  the  cost  of  the  human  component; 

second,  the  biggest  challenge  facing  management  at  present  is 
the  prospect  that  it  may  be  losing  its  prerogative  to  manage; 
the  Ministry  may  not  indefinitely  enjoy  the  relative  passivity 
of  the  large  majority  of  its  unionized  employees. 

For  comparative  purposes,  we  have  provided  the 
following  table  setting  out  the  complement  allocated  to  the 
personnel  function  in  other  Ontario  Government  Ministries, 
the  Government  of  Quebec,  and  the  Ministry  of  Revenue. 

While  strict  comparison  is  not  possible  due  to  a 
variety  of  factors,  the  ratio  of  total  complement  to  personnel 
function  complement  approved  for  the  Ministry  indicates  a 
lower  than  average  use  of  personnel  specialists,  even  when 
allowance  is  made  for  the  limited  amount  of  personnel 
administrative  work  done  in  the  Regional  Offices. 
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Table  Showing  Comparative  Complement 
Allocated  to  Personnel  Functions 


Organization 

Ministry 

Complement 

Personnel 

Function 

Complement 

Ratio 

Consumer  §  Commercial 

Relations 

1,900 

17 

112  : 

1 

Attorney  General 

4,000 

31 

129  : 

1 

Correctional  Services 

5,000 

35 

143  : 

1 

Natural  Resources 

4,300 

37 

116  : 

1 

Transportation  $ 
Communications 

12,000 

75 

160  : 

1 

Agriculture  §  Food 

1,700 

13 

131  : 

1 

Average 

138  : 

1 

Quebec  Ministere  Du 

Revenu 

4,000 

65 

62  : 

1 

Ministry  of  Revenue 

4,200 

28 

150  : 

1 

The  following  table  lists  the  existing  complement, 
1975/76  additional  complement  and  additional  resources 
estimated  to  be  necessary  to  undertake  the  initial  development 
work  while  maintaining  the  current  level  of  service. 


1975/76 

Estimated 

Position 

Existing 

Approved 

Additional 

Total 

Director 

1 

1 

Secretarial 

1 

1 

Supervisory  P.A. 

4 

4 

Working  P.A. 

10 

2 

2 

14 

Counsellor 

1 

1 

Supervisory  Admin. 

1 

1 

Clerical  §  Steno. 

8 

1 

9 

Additional  resources  may  be  available  from  two 
sources.  We  have  recommended  the  elimination  of  duplication 
in  personnel  related  record-keeping  in  some  of  the  larger 
Branches.  Two  complement  positions  may  be  available  from 
this  source.  We  have  also  suggested  that  a  close 
examination  of  existing  administrative  systems  in  the 
Personnel  Services  Branch  may  produce  efficiencies  on 
introduction  of  the  Integrated  Personnel  Payroll  and  Employee 
Benefits  System,  which  may  release  complement. 

Our  approach  to  organization  of  the  Branch  to  meet 
its  new  responsibilities  is  indicated  in  the  Chart  Appendix  A 
an  alternative  is  shown  in  Appendix  B.  We  are  concerned  about 
inaction  which,  may  follow  from  the  many  unknowns  inherent  in 
our  recommendations.  Successful  personnel  management  must 
have  as  its  driving  force  the  interest  of  operating  managers . 
Without  this  we  do  not  believe  much  success  in  development 
work  will  be  achieved.  A  clear  mandate  should  be  given  to 
the  assigned  development  groups  and  senior  management  should 
take  an  interest  in,  and  periodically  monitor,  their  progress. 

Should  the  Ministry  accept  our  recommendations  in 
substance,  then  we  propose  the  following  principles  for 
implementation : 

-  the  separation  of  development  activity  from  ongoing  services 

-  the  assignment  of  specific  responsibility  and  appropriate 
resources  and  authority. 

The  principal  objective  of  the  proposal  is  to  separate  the 
development  activity  from  ongoing  services,  thus  providing  a 
logical  grouping  of  related  activities  and  to  ensure  attention 
to  new  aspects  of  the  functions  role,  while  maintaining 
current  level  of  service  on  existing  activities. 

If  this  position  is  accepted  by  the  Ministry,  then 
the  form  of  organization  suggested  in  Appendix  A,  which 
emphasizes  the  separation,  is  preferred. 
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The  Chart  in  Appendix  B  shows  an  organization  also 
based  on  functions,  but  with  the  resources  to  be  assigned 
to  the  enlarged  role  of  the  Branch  integrated  with  the  staff 
providing  regular  services.  Our  concern  is  that  in  this 
organization  the  need  for  providing  day-to-day  service  will 
be  given  precedence  at  the  expense  of  the  new  role.  It  will 
be  difficult  for  senior  management  to  maintain  contact  with 
the  development  work  if  it  is  delegated  below  the  manager 
level . 


The  organizational  changes  we  have  suggested  should 
be  possible  without  any  major  disruption.  The  selection  of 
people  for  the  various  positions  will  take  into  account  the 
need  to  deliver  adequate  service  on  the  one  hand,  and  the 
need  for  highly  motivated  individuals  able  to  undertake  the 
original  work  necessary  for  development  activity. 

We  accordingly  recommend  that 


7.11  The  Personnel  Branch  be  reorganized  to  separate 
the  resources  responsible  for  the  development 
functions  from  those  providing  current  services. 


The  pattern  of  development  and  service  work  could 
change  significantly  over  time,  as  may  social  and  economic 
conditions,  employee  attitudes  and  other  factors. 

We  therefore  recommend  that 


7.12  The  organization  structure  and  levels  and  type 
of  activity  be  reviewed  within  two  years. 
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TOTAL  COMPLEMENT  31 


PLANNING  AND  RESEARCH 
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INTRODUCTION 


This  report  documents  our  findings  and  recommendations 
in  the  Planning  and  Research  area.  We  examined  the  potential 
for  Planning  and  Research  and  have  described  a  structure  which 
we  believe  to  be  appropriate  to  the  present  and  future  needs 
of  the  Ministry. 

We  greatly  appreciate  the  help  of  all  Directors  and 
staff  who  provided  written  submissions  for  our  consideration. 

We  are  also  grateful  to  the  Comptroller  of  Revenue  and  the 
Executive  Director,  Assessment  Division  for  making  available 
Mr.  Chesney  and  Mr.  MacKay  of  their  respective  staffs,  and 
arranging  for  them  to  accompany  the  study  team  on  visits  to 
Quebec  and  Ottawa. 
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SUMMARY  OF  RECOMMENDATIONS 


We  have  recommended: 

1.  That  the  Ministry  develop  an  approach  or  strategy  to 
improve  the  relationships  and  Ministry  position  with  the 
Ministry  of  Treasury,  Economics  and  Intergovernmental 
Affairs.  The  proposed  strategy  recommends  the  upgrading 
of  Ministry  capabilities  before  seeking  formal 
delineation  of  responsibilities  for  policy  development 
and  analysis. 

2.  The  adoption  of  a  matrix  framework  for  classifying 
planning,  research  and  implementation  activities.  The 
proposed  framework  has  been  used  in  an  attempt  to  bring 
some  system  into  the  process  of  identifying  activities, 
and  some  logic  in  assigning  responsibility  levels  for 
these  activities. 

3.  That  a  planning  unit  and  an  economic  and  operational 
research  unit  be  formed  at  the  Ministry  level.  A  research 
and  legislation  unit  and  a  program  planning  and 
implementation  unit  both  reporting  to  the  Comptroller 

of  Revenue,  are  recommended  for  the  Revenue  Division. 

No  substantial  organization  change  is  recommended  for  the 
Assessment  Division. 

4.  The  adoption  of  some  organizational  principles  as  guides 
in  developing  our  recommendations.  These  have  been 
presented  for  consideration  and  possible  adoption  by 
the  Ministry  in  future  administration  of  the  planning 
and  research  functions,  and  cover:  the  placement  of 
resources;  separation  of  policy  from  operating 
responsibility;  and  authority,  responsibility  and 
control  of  resources. 
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THE  EXISTING  SITUATION 


A  review  of  the  Organization  Chart  of  the  Ministry 
of  Revenue  and  the  Inventory  of  Existing  Ministry  of  Revenue 
Planning,  Research  and  Implementation  co-ordination  positions 
shows  that  there  are  132  Planning,  Research  and  Implementation 
positions  in  the  Ministry. 

-  18  operate  on  a  Ministry  level  (excluding  contract 

staff) ; 

Management  Systems  Branch; 

Program  Analysis  and  Budgeting  Co-ordinator. 

-  56  operate  at  Division  level; 

Technical  Advisor  to  the  Comptroller  of  Revenue 

Revenue  Research  Branch; 

Assessment  Standards  Branch; 

Policy  Development  and  Executive  Assistants  and 

Officers  to  Executive  Director,  Assessment 

Division;  and 

-  49  operate  at  Branch  level  within  the  Revenue 

Division. 

Of  the  18  positions  at  a  Ministry  level  the  majority 
are  associated  with  computer  systems  development  and  records 
servicesc  Only  1  position  is  associated  with  organizational 
development  and  is  not  presently  staffed. 

Of  the  56  positions  at  Division  level,  43  are  in  the 
Assessment  Division.  Since  the  Assessment  Division  is 
functionally  oriented,  a  large  number  of  these  positions  are 
performing  activities  comparable  to  the  58  Revenue  positions 
at  Branch  level.  34  Assessment  positions  are  considered  to 
work  at  equivalent  to  branch  level  on  direct  day-to-day 
support  or  training  activities. 
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It  is  therefore  concluded  that  the  number  of  people 
performing  Ministry- and  Division- wide  planning  and  research 
of  a  general  nature  is  not  presently  more  than  16: 

2  are  associated  with  Program  Analysis  and 
Budgeting  Co-ordinator, 

4  are  with  Revenue  Research, 

1  is  with  the  Comptroller  of  Revenue,  and 

9  are  with  the  Assessment  Standards  Branch. 

Operating  Characteristics 

Planning  and  Research  processes  appear  to  have 
developed  within  the  Ministry  of  Revenue  as  a  consequence  of 
specific  pressures  on  the  Ministry.  The  need  to  develop 
property  assessment  organization,  methods  and  standards  in  the 
Assessment  Division,  without  a  known  and  proven  methodology, 
resulted  in  the  establishment  of  the  Assessment  Standards 
Branch.  The  need  to  establish  and  develop  the  GAINS/OTC 
program  caused  that  branch  to  establish  a  sizeable  planning 
capability.  The  Comptroller  of  Revenue  has  also  strengthened, 
to  some  extent,  the  resources  in  his  own  office  to  cope  with 
increased  pressures. 

This  type  of  pressure  has  not  yet  had  an  impact  on 
the  Revenue  Research  function,  the  Management  Systems 
organizational  planning  and  development  capability  or  upon 
the  program  analysis  and  financial  planning  function. 
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Few  formal  mechanisms  exist  to  tie  related  functions 
and  outputs  together,  to  co-ordinate  related  activities  or 
through  which  any  major  Revenue  Division  or  Ministry  initiatives 
could  be  pursued.  As  a  result,  many  proposals  and  recommendations 
are  not  available  for  careful  review  by  top  management  or 
have  not  been  adequately  examined  and  considered.  For  example: 

(a)  The  Ministry  receives  each  year  from  the  Treasurer, 
requests  for  proposals  for  the  provincial  budget.  It 
reacts  to  these  requests  as  received  and  the  requests  are 
dealt  with  as  a  type  of  "weekend  activity".  Proposals 
from  managers  do  not  receive  careful  review  by  policy 
sensitive  analysts  before  submission.  We  appear  to 
receive  little  feedback  as  to  why  some  proposals  are 
accepted  and  others  rejected. 

(b)  The  process  of  co-ordinating  proposals  for  legislative 
amendments  appears  to  be  disorganized.  This  seems 
particularly  true  in  the  Revenue  Division  because  of 
the  many  statutes  and  the  many  organizational  units 
involved  in  the  process. 

(c)  The  Revenue  Research  Branch  appears  to  have  very  little 
access  to  information  in  the  Revenue  Branches  and  appears 
not  to  be  involved  in  many  research  related  activities. 

(d)  Formal  Ministry-wide  planning  appears  to  be  limited  to 
the  gathering  of  information  from  various  units  and  its 
amalgamation  into  a  Multi-Year  Plan.  As  far  as  we  could 
determine  this  document  represents  action  to  comply  with 
Government  Policy,  rather  than  an  instrument  reflecting 
carefully  evaluated  Ministry  approaches  to  the  future. 
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(e)  The  Management  Committee  plans  in  the  sense  that  it 
establishes  administrative  policies.  A  review  of  the 
minutes,  however,  indicates  a  high  proportion  of  time 
involved  in  matters  which  could  be  considered  of 
secondary  importance.  Without  adequate  staff  support 
the  development  of  meaningful  policies  by  the  Management 
Committee  will  be  a  difficult  task. 

(f)  Two  components  of  the  Government  P.P.B.  System  are  located 
in  different  units;  the  program  development  component 

in  the  Management  Systems  Branch  and  the  analysis  and 
co-ordination  function  in  the  office  of  the  Executive 
Director.  The  planning  and  policy  development  components 
are  absent. 

We  do  not  think  that  it  would  be  useful  for  us  to 
attempt  to  recommend  specific  procedures  and  processes  to  ensure 
co-ordinated  planning  and  research  activities  as  part  of  our 
recommendations  in  this  report.  This  would  be  a  time  consuming 
task  which  should  be  undertaken  once  final  decisions  governing 
the  overall  direction  and  structure  of  Ministry  planning  and 
research  activity  have  been  made  and  can  probably  best  be 
developed  as  any  reorganization  is  implemented. 
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Comparative  Resources  in  Other  Jurisdictions 

We  have  provided,  for  reference  purposes,  a 
comparison  of  resources  devoted  to  planning,  research  and 
implementation  in  the  Ministry  of  Revenue  compared  to  the 
Department  of  National  Revenue  and  the  Ministere  du  Revenu, 
Quebec.  A  full  explanation  of  these  resources  and  their 
organizational  relationships  is  included  in  Appendix  B, 
page  163. 


Area 

Percentage  of  Total  Complement 
Allocated  to  Planning,  Research 
and  Implementation  Activities 

Canada 

% 

Quebec 

% 

Ontario 

% 

Total  Planning, 

Research  and 

Implementation 

Activities 

Planning 

0.9 

0.3 

0.2 

Research 

0.4 

0.6 

0.5 

Implementation 

O 

00 

3.3 

1.1 

4.1 

4.2 

1.8 

Note:  In  Quebec 

and  Ontario  Revenue  Ministries  1 % 

represents 

approximately 

40  positions 

for 

Canada,  111  positions. 
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THE  POLICY  DEVELOPMENT  PROCESS 


Before  attempting  to  determine  Ministry  planning  and 
research  needs  and  resources,  we  felt  it  would  be  necessary  to 
gain  some  understanding  of  the  policy  development  process 
affecting  the  Ministry  and  what  relationship  the  Ministry  has 
within  the  total  development  process. 

What  has  emerged  from  our  discussions  is  the  lack  of 
a  clear  definition  or  concept  of  the  role  of  the  Ministry  in 
policy  development  processes.  This,  however,  does  not  appear 
to  be  unique,  as  evidenced  by  discussions  we  held  with  officials 
in  two  other  jurisdictions  where  basic  policy  responsibility 
is  within  another  government  department. 

There  is  another  factor  which  presents  us  with  some 
difficulty.  Discussion  about  the  subject  usually  tends  to 
become  somewhat  specialized  and  esoteric.  This  is  difficult 
where  three  basically  different  policy  areas  are  in  question; 
taxation,  assessment  and  income  support  and  where  it  could 
also  affect  the  Province  of  Ontario  Savings  Office  if  more 
policy  direction  is  to  be  given  to  this  program. 

Perhaps  in  self  defence,  but  also  because  we  believe 
this  would  be  the  most  useful  approach  for  the  Ministry  to  taken 
we  have  attempted  to  simplify  this  question.  Illustration  I, 
which  appears  to  represent  a  grain  handling  process,  is  our 
attempt  to  portray  the  policy  development,  implementation  and 
evaluation  process  and  the  respective  roles  of  the  Ministries 
of  Revenue  and  Treasury,  Economics  and  Intergovernmental 
Affairs  within  it. 
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T.E.I.G.A.  AND  REVENUE  INPUTS  TO  THE  POLICY 
DEVELOPMENT  IMPLEMENTATION  PROCESS 


ILLUSTRATION  I 


As  depicted  in  the  Illustration,  the  Ministry  of 
Treasury,  Economics  and  Intergovernmental  Affairs  has  primary 
responsibility  for  decision  concerning  policy  relative  to 
what  is  to  be  achieved  through  the  proposed  policy  initiatives 
and  what  is  to  be  done.  In  very  simple  terms  the  "what  to  do". 
The  outline,  however,  recognized  some  input  from  the  Ministry 
of  Revenue  into  this  process. 


The  "how  to",  administrative  policy,  is  depicted  as 
being  clearly  the  responsibility  of  the  Ministry  of  Revenue 
with  some  inputs  from  T.E.I.G.A. 


respons 
evaluat 
of  the 
respons 


Overall  policy  evaluation  is  seen  to  be  a  T.E.I.G.A. 
ibility  with  some  involvement  from  Revenue.  Program 
ion  is  a  Revenue  responsibility.  Management  and  control 
information  basis  is  seen  to  be  clearly  a  Revenue 
ibility . 
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MINISTRY  APPROACH  TO  POLICY  DEVELOPMENT 


The  relationship  of  the  Ministry  of  Revenue  to  the 
Ministry  of  Treasury,  Economics  and  Intergovernmental  Affairs, 
and  their  respective  roles  in  the  policy  development  process, 
will  be  a  major  factor  in  determining  planning  and  research 
needs  for  the  Ministry.  The  Ministry  appears  to  lack  an 
effective  strategy  to  deal  with  the  policy  development  issue 
and  we  believe  it  will  be  useful  to  address  ourselves  to 
strategy  than  to  resolution  of  the  issue. 

In  developing  an  approach  or  strategy,  the  Ministry 
could  initially  seek  a  formal  delineation  of  responsibilities 
from  the  Management  Board  or  other  appropriate  agency  of  the 
Executive  Council,,  This  may,  however,  work  against  the 
legitimate  aspirations  of  the  Ministry  for  the  following 
reasons : 

(a)  Such  a  delineation  may  result  in  a  confirmed  passive 
role  for  the  Ministry  which  may  not  be  in  the  best 
interest  of  the  Government  as  a  whole. 

(b)  The  Ministry  is  not  suitably  organized  or  supported  by 
appropriate  resources  at  this  time. 

(c)  The  procedure  may  impede  the  improvement  in  relations 
between  the  Ministries  which  appears  to  be  taking  place 
at  the  present  time. 
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A  more  appropriate  strategy  might  be  to  approach 
this  issue  as  follows: 

(a)  That  the  Ministry  establish  clearly  what  legitimate  role 
that  Ministry  management  feels  the  Ministry  should  play 
in  the  policy  development  process. 

(b)  That  the  Ministry  organize  and  develop  the  necessary 
planning,  research  and  information  management  capabilities 
necessary  to  discharge  this  role. 

(c)  That  as  the  resources  are  developed  and  Ministry 
effectiveness  increases,  this  capability  be  made  available 
to  and  injected  into  the  policy  development  process. 

(d)  That  as  responsibilities  relating  to  policy  formulation 
are  assigned  within  the  Ministry,  appropriate 
relationships  and  designated  points  of  interfact  with 
T.E.I.G.A.  be  developed. 

(e)  That  the  Ministry  periodically  reappraise  the 
relationship  between  the  two  Ministries  and  determine 
whether  at  some  future  point  a  more  formal  delineation 
of  responsibilities  may  be  desirable. 

We  believe  that  such  a  strategy  could  provide  planning 
and  research  goals  and  a  sense  of  direction  for  planning  and 
research  activities. 
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MATRIX  RELATIONSHIP  BETWEEN  PLANNING,  RESEARCH  AND  IMPLEMENTATION 
IN  RELATION  TO  TIME  FRAME  AND  PROPOSED  RESPONSIBILITY  LEVEL 


ILLUSTRATION  II 


AN  APPROACH  TO  IMPROVING  CAPABILITY  AND  CREDIBILITY 


We  believe  an  effective  approach  to  improving  Ministry 
capability  and  credibility  in  the  planning  and  research  area 
can  be  established  in  the  following  manner: 

(a)  Identify  a  conceptual  model  for  the  planning  and 
research  area. 

(b)  Identify  objectives  to  provide  limits  for  practical 
achievement . 

(c)  Develop  organizational  principles  by  which  the  conceptual 
model  can  be  converted  into  a  practical  reality. 

(d)  Develop  safeguards  to  ensure  continuing  validity  and 
relevance  for  the  structure  created. 

A  Planning  and  Research  Matrix  -  The  Conceptual  Model 

The  Illustration  on  the  adjacent  page  (Illustration  II) 
is  a  conceptual  model  of  a  planning  and  research  framework. 

In  developing  the  framework  we  recognized  the  time  (term) 

was  the  most  useful  criterion  for  determining  the  organizational 

level  at  which  responsibility  should  ideally  be  placed. 

The  exhibit  which  follows  provides  definitions  for 
use  in  conjunction  with  the  matrix  and  describes  the  broad 
activities  which  might  take  place  within  the  activity  units 
identified. 
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EXHIBIT  I 


CLASSIFICATION  OF  ACTIVITIES  WITHIN  THE  PLANNING 
AND  RESEARCH  MATRIX 


1.  MINISTRY  LEVEL  RESPONSIBILITY 

A.  Long  Range  Planning  -  The  definition  of  broad 
planning  directions  and  policies  affecting  the 
Ministry  as  a  whole,  resulting  from  Ministry/ 
Government  policy  developments  and  concerning 
Ministry  of  Revenue  relationships  with  the  public, 
other  Ministries  and  other  jurisdictions. 

(i)  Determine  operating  philosophy  for  the 
Ministry  in  its  inter  Ministry  involvements 
and  in  its  relationship  with  the  public. 

(ii)  Determine  mission  and  goals  of  Ministry 
programs  and  project  resource  needs  for  them. 

(iii)  Determine  overall  organization  structure  and 
outline  human  resource  policies. 

(iv)  Undertake  multi-year  planning  process, 
reviewing  all  inputs  for  compliance  with  (i) , 
(ii)  and  (iii)  above.  Prepare  all  Ministry 
submissions  including  budget  estimates. 

(v)  Determine  communication  plans  including  the 
specification  of  policies  and  standards. 

(vi)  Undertake  special  projects  having  Ministry¬ 
wide  impact  and  involving  co-ordination  and 
intergovernmental  liaison  (i.e.  Metrication). 

(vii)  Undertake  contingency  projects  having  potential 
program  impact  if  further  developed. 
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B. 


Long  Range  Research  -  Study  National  and 
Provincial  economic  trends  and  the  effects  on 
current  legislation  and  on  tax  collection,  income 
support  and  property  assessment  methods. 

(i)  Undertake  economic  research  at  the  national 
and  provincial  levels  and  evaluate  impact 
on  existing  Ministry  program  and  activities. 

-  liaise  with  T.E.I.G.A. 

(ii)  Undertake  long  term  forecasting  for  existing 
programs  (i.e.  Revenues,  Income  support  levels 
and  Property  sales  evaluations) . 

(iii)  Undertake  contingency  research  having  potential 
effect  on  Ministry  goals,  organization  and 
program  orientation  (i.e.  Provincial  Income 
Tax,  Payroll  Tax,  Municipal  Property  Tax)  and 
relate  to  economic  research  data. 

C.  Ministry-wide  Implementation  -  Co-ordinate  major 
legislative  and  technological  changes  that  affect 
Ministry  relationship  with  the  public  and  other 
components  of  government. 

(i)  Implement  organization  changes  to  effect  the 
operating  philosophy  of  the  Ministry  or 
missions  and  goals  ascribed  to  Ministry 
programs . 

(ii)  Implement  staff  relations  and  development 
activities  and  other  matters  related  to 
human  resource  policies. 

(iii)  Implement  management  information  and  control 
systems  to  monitor  program  effectiveness 
and  divisional  efficiency. 

Co-ordinate  communication  activity  to  ensure 
awareness  of  current  Ministry  operating 
philosophies . 
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(iv) 


2. 


DIVISION  LEVEL  RESPONSIBILITY 


D.  Intermediate  Planning  -  The  formulation  of  strategic 
plans  related  to  major  changes  in  Ministry  policy 
affecting  the  respective  programs,  both  as  a  result 
of  administrative  innovations  and  changes  in 
legislation  or  Government  policy. 

(i)  Determine  program  objectives  and  evaluation 
criteria  and  activity  goals. 

(ii)  Determine  the  allocation  of  resources  to 
activities  and  the  organization  structure 
appropriate  to  activity  relationships. 

(iii)  Undertake  human  resource  planning  for  the 
program . 

(iv)  Co-ordinate  multi-year  planning  submissions 
from  activities  and  relate  to  (i)  and  (ii) 
above . 

(v)  Determine  communication  relationships  between 
activities  consistent  with  program  direction. 

(vi)  Undertake  special  projects  having  unique 
division  impact,  including  legislative  or 
administrative  activity  matters  having  a 
potential  policy  impact.  (i.e.  budgetary 
matters ) 
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E.  Intermediate  Research  -  The  study  of  new  and 
alternative  legislation  relating  to  taxation, 
income  support  and  property  assessment;  the 
review  of  information  technology  and  its  potential 
use  and  application  within  the  Ministry;  and  the 
study  of  general  impact  problems  including  the 
investigation  of  effective  operational  methods 
affecting  both  the  allocation  of  resources  and 
program  results. 

(i)  Undertake  administrative  EDP  and  legislative 
research  arising  from  budget  proposals  and 
having  planning  and  development  implications, 
including  intermediate  and  short  range 
forecasting. 

(ii)  Undertake  administrative  EDP  and  legislation 
research  concerning  mechanisms,  complexities, 
and  problems  affecting  existing  activities 
and  their  impact  on  ongoing  programs. 

(iii)  Undertake  program  policy  analysis  and  special 
projects  concerning  general  problems  impacting 
on  existing  and  proposed  legislation. 

(iv)  Undertake  quality  control  research  to  ensure 
uniformity,  adequacy  and  consistency  of 
administrative  EDP  and  legislative  practices 
at  the  program  and  activity  level. 

(v)  Undertake  basic  research  into  administrative 
practices  in  other  jurisdictions  and  develop 
an  inventory  of  such  practices  and  research 
contacts  in  other  jurisdictions. 
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F. 


Division-wide  Implementation  -  Co-ordinate  major 
program  changes  and  the  introduction  of  new  programs, 
including  the  application  of  EDP  systems  and  the 
regrouping  of  organizational  units  to  improve 
program  effectiveness  or  to  modify  the  scope  of 
operations . 

(i)  Implement  new  activities  together  with  the 
development  of  legislative  and  administrative 
guidelines . 

(ii)  Implement  administrative  and  legislative 
changes  affecting  program  organization 
structure  (i.e.  functionalizing  Tax  Branches). 

(iii)  Implement  administrative  and  legislative 
changes  affecting  activities  of  a  general 
nature . 

(iv)  Implement  uniform  administrative  and 
legislative  practices  in  a  number  of  activities. 

(v)  Implement  major  administrative  changes  to 
activities  to  improve  efficiency  (i.e. 
introduction  of  a  common  data  base  or  on-line 
computer  systems) . 


1  41 


3. 


BRANCH  LEVEL  RESPONSIBILITY 


G.  Short  Term  Planning  -  The  formulation  of  operating 
plans  to  attain  short  term  objectives  including 
housekeeping  changes  to  legislation  and  regulations; 
operating  practices  to  improve  efficiency;  and 
modifications  to  operations  to  comply  with 
legislative  changes. 

(i)  Determine  detail  resource  allocation  within 
activities  consistent  with  organizational 
and  human  resource  planning  guidelines  at 
program  level. 

(ii)  Determine  communication  processes  within 
the  activity. 

(iii)  Prepare  multi-year  planning  submissions  with 
first  year  as  immediate  budget  proposal. 

(iv)  Undertake  unique  activity  projects  related  to 
detailed  legislative  or  administrative  changes 
not  having  policy  impact. 


H.  Short  Term  Research  -  Comparison  and  evaluation 
of  administrative  and  legislative  practices, 
relating  to  the  treatment  of  specific  problems 
arising  from  present  legislation,  and  not  having  a 
policy  impact. 

(i)  The  study  of  legislation  and  regulations 
relating  to  branch  operations  and  the 
interpretation  in  accordance  with  current 
policy . 

(ii)  The  study  of  specific  operating  problems. 

(iii)  The  collection  and  analysis  of  data  and 
statistics  to  assist  in  the  decision  making 
process  and  to  improve  branch  efficiency. 
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Short  Term  Development  -  Co-ordinate  administrative 
and  legislative  changes  affecting  branch  level 
operations  and  to  improve  operating  efficiency. 

(i)  Implement  administrative  or  legislative 
chahges  of  a  specific  nature  not  having  a 
policy  impact  (i.e.  deriving  from  particular 
corporate  or  individual  difficulties). 

(ii)  Implement  interpretations  of  legislation  to 
supplement  (i)  above,  affecting  administrative 
processes . 

(iii)  Implement  administrative  changes  to  improve 
efficiency  (i.e.  clerical  and  computer  system 
modifications) . 


Ob j  ect ives 


It  was  considered  advisable  to  assume  certain 
Ministry  objectives  to  permit  our  conceptual  model  to  be 
translated  into  a  pracitcal  plan.  These  objectives  are 
reproduced  below. 

Changes  in  the  basic  direction  which  these  goals 
suggest  will  necessitate  changes  to  our  recommendations  on 
organization  and  resources.  The  assumed  goals  are  that  the 
Ministry  establish  planning,  research  and  implementation 
capabilities  which  would  enable  it  to: 

(a)  More  fully  understand  the  impact  of  legislation  on 
individuals,  corporations  and  the  provincial  economy. 

(b)  Have  an  appreciation  of  the  potential  impact  of  trends 
on  legislation,  the  tax  base,  and  the  population. 

(c)  Advise  on  the  degree  of  success  which  taxation,  income 
supplementation,  and  property  taxation  legislation  has 
had,  or  proposals  may  have  in  achieving  their  objectives. 

(d)  Identify,  and  assume  responsibility  for,  all  matters 
pertaining  to  administrative  policy  in  relations  to 
Ministerial  responsibilities. 
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Organizational  Principles 


We  have  adopted  certain  organizational  "principles" 
as  guides  in  developing  the  planning,  research  and 
implementation  framework  and  in  processing  the  organizational 
placement  of  activities.  These  principles  provide  that: 

1.  Resources  should  be  placed  with  responsibility. 

2.  Resources  should  be  under  the  control  of  the  person  with 
the  responsibility. 

3.  The  activity  should  be  closely  associated  with  the 
source  of  information  necessary  to  carry  it  out. 

4.  Specialist  knowledge  and  skills  should  be  most  effectively 
utilized. 

5.  The  relationship  between  the  resource  and  its  principal 
clients  should  be  facilitated. 

6.  Recognition  of  the  separation  of  policy  from  operational 
responsibilities . 

The  Ministry  may  wish  to  adopt  these  principles  as 
policy  in  administering  planning,  research  and  implementation 
activities  on  an  ongoing  basis. 

It  has  been  said  that  Ministry  of  Revenue  people  lack 
a  policy  sense  or  are  too  slow  to  react  to  policy  proposals. 

If  this  is  true,  then  it  is  a  very  understandable  phenomenon. 
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EXHIBIT  II 


EXTRACTS  FROM  C.O.G.P. 


MA  recurring  criticism  of  the  former  departmental 
strucutre  was  that  officers  concerned  in  shaping 
policy  were  also  heavily  involved  in  its 
day-to-day  implementation. 

...  Daily  ad  hoc  preoccupations  also  impede 
managers  in  their  objective  assessment  of  policies 
which  they  have  helped  to  formulate." 

C.O.G.P.  Report  #9,  Page  20. 


The  Committee  stated: 

"Ministries  need  to  concentrate  on  certain 
guidelines  in  planning  and  implementing  internal 
organization.  They  should: 

-  devise  mechanisms  to  bring  about  practicable 
separation  of  responsibilities  relating  to 
policy  development  and  those  covering  program 
delivery . 

-  install  mechanisms  for  the  effective  development 
of  Ministerial  policy;  such  mechanisms  should 
reflect  concerns  and  objectives  of  all 
programs ..." 

C.O.G.P.  Report  #9,  Page  19. 


Much  of  the  involvement  in  policy  analysis  in  the 
Ministry  of  Revenue  has  been  by  operating  managers  with  heavy 
day-to-day  responsibilities.  It  is  extremely  difficult  to 
ignore  all  of  the  operating  implications  of  policy  proposals 
when  it  is  the  manager  who  will  have  to  implement  the  proposals, 
and  who  is  being  asked  to  consider  various  alternatives. 

He  may  have  too  much  at  stake  in  potential  future  problems 
to  easily  move  from  alternative  to  alternative  during  the 
policy  formulation  process.  In  fact  the  skills  that  make  a 
successful  operating  manager  may  not  be  the  same  as  the  skills 
needed  for  policy  analysis.  His  most  useful  contribution  can 
probably  be  made  when  policy  issues  have  firmed-up  and  when 
administrative  complexities  are  being  identified. 

The  Committee  on  Government  Productivity  addressed 
itself  to  this  issue.  (See  adjacent  exhibit.) 

We  endorse  the  C.O.G.P.  position  and  have  therefore 
adopted,  as  a  principle  of  organization,  the  C.O.G.P. 
proposed  guidelines  quoted  in  the  exhibit. 
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Safeguards  -  Authority,  Responsibility  and  Control  of  Resources 

While  much  has  been  said  about  "letting  the  manager 
manage",  the  pos t -C . 0 . G . P .  manager  is  subject  to  many  controls 
at  the  Ministry  and  Central  Agency  level.  Insofar  as  planning 
and  research  is  concerned  we  advocate  the  adoption  of  the 
organizational  principle  that  recognizes  that: 

-  where  a  manager  is  given  responsibility  and  is  to  be 
held  accountable,  he  must  be  given  the  corresponding 
authority . 

There  are  some  resources  which,  because  of  the  highly 
specialized  nature  of  the  function  and  because  of  efficiencies 
arising  out  of  consolidation,  are  best  organized  at  a  central 
level.  As  such  decisions  encroach  upon  a  manager’s 
responsibility  and  authority,  policy  must  be  developed  to  ensure 
that  his  authority  is  not  unduly  eroded. 

Insofar  as  planning,  research  and  implementation  are 
concerned  the  following  activities  are  most  likely  to  be 
involved : 

(a)  long-term  economic  forecasting. 

(b)  operations  research  or  management  science. 

(c)  manpower  and  organizational  planning  and  development. 

(See  report  on  Personnel  Function.) 

(d)  communications  planning  and  development.  (See  report 
on  Communications.) 

(e)  computer  and  general  systems  development.  (See  report 
on  Management  Systems.) 

(f)  legal  research.  (See  report  on  Legal  Services.) 

(g)  planning  and  implementation  at  Ministry  or  Division  level. 
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We  propose  that  mechanisms  be  developed  to  ensure 

managers  control  the  operations  for  which  they  are  responsible. 

Possible  mechanisms  are: 

(a)  top  management  involvement  in  establishing  all  major 
projects  or  supplier  arrangements; 

(b)  detailed  project  proposals  outlining  responsibilities 
and  obligations  negotiated  by  users  and  suppliers  and 
approved  and  monitored  periodically  by  top  management; 

(c)  selection  of  project  leaders  by  users; 

(d)  use  of  multi-discipline  project  teams; 

(e)  some  top  management  agency  to  allocate  and  arbitrate  the 
allocation  of  centralized  resources. 
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RECOMMENDATIONS 


We  recommend  the  establishment  of  appropriate 
resources  at  the  Ministry,  program  (Division  or  Branch)  and 
operating  (Branch  or  Division)  levels.  Illustration  III 
depicts  the  basic  structure  proposed.  The  direct  relationships 
are  shown  by  solid  line,  ongoing  associative  relationships 
have  been  shown  by  dotted  lines. 

1 .  Ministry  Level  -  Planning  and  Evaluation 

The  planning  function  would  comprise  all  of  the 
activities  and  complement  associated  with  long  range 
planning  including  the  multi-year  plan  and  including 
the  Program  Analysis  and  the  expenditure  control  function. 
The  principal  objective  is  to  provide  the  Minister  and 
Deputy  Minister  with  resources  to  study  and  implement 
initiatives  at  a  Ministry  level,  to  co-ordinate 
planning  activities  within  the  Ministry  and  to 
co-ordinate  the  production  and  reporting  of  financial 
information  and  program  results.  The  resources  could 
provide  a  focal  point  for  goal  setting  and  review  or 
management  by  results  processes  within  the  Ministry. 

2 •  Ministry  Level  -  Economic  and  Operations  Research 

This  unit  would  form  the  nucleus  of  the  economic  and 
financial  data  analysis  activities  suggested  for  the 
Ministry.  It  would  be  responsible  for  all  specialized 
data  production  groups  and  would  be  the  principal  contact 
point  for  data  transmission  to  outside  users  and  central 
statistical  services.  It  would  be  responsible  for 
developing  policies  relating  to  the  confidentiality  of 
such  data  and  will  be  the  unit  responsible  for  receiving, 
controlling  or  transmitting  data  to  and  from  other 
j  urisdict ions . 
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3. 


Division  Level  -  Assessment  Division 


No  substantial  changes  are  recommended. 

4.  Division  Level  -  Revenue  Division 

\] 

A  research  and  legislation  function  is  proposed. 

The  group  would  be  comprised  of  some  positions  and  activities 
currently  performed  at  the  Branch  level  and  the 
Comptroller  of  Revenue’s  Office  to  undertake  additional 
duties  envisaged  for  the  Division.  The  function  would 
report  to  the  Comptroller  of  Revenue. 

We  recommend  that  all  major  policy  development 
capabilities  for  the  Revenue  Division  be  located  at  the 
Revenue  Division  level.  A  planning  and  implementation 
unit  is  therefore  proposed. 

5 .  Branch  Level 

The  intention  is  that  branch  capabilities  in  this 
area  be  confined  so  that  the  potential  to  disrupt  other 
branches  is  minimized. 

6.  P.O.S.O. 

A  planning  and  implementation  capability  for  the 
Province  of  Ontario  Savings  Office  may  be  necessary  if 
any  major  changes  in  the  program  are  proposed. 
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The  above  proposals  are  those  we  recommend  for  the 
immediate  future  in  order  to  discharge  existing  responsibilities 
and  commence  the  upgrading  of  Ministry  planning  and  research 
capabilities.  Further  initiative  could  very  well  develop  and 
an  examination  of  comparative  resources  devoted  to  planning, 
research  and  development  in  Taxation  Canada  and  Quebec 
(Appendix  B,  page  163)  suggest  that  such  initiatives  could  be 
considered  reasonable.  Observations  concern  the  possible 
sources  of  complement  positions  and  are  shown  in  Appendix  A. 

Exhibit  I,  page  137  provided  definitions  for  the 
framework  matrix  of  planning,  research  and  implementation. 

The  translation  from  this  framework  to  a  practical 
recommendation  has  been  discussed  in  this  section  of  the  report. 
A  translation  from  conceptual  definitions  to  practical  projects 
to  accompany  the  recommendation  is  included  in  Appendix  C, 
page  171.  In  reviewing  this  translation  it  must  be  remembered 
that  there  are  no  solid  barriers  between  the  work  undertaken 
at  the  different  organizational  levels  or  by  the  disciplines 
identified.  In  practice  a  merging  of  interests  exists  at 
these  points  and  the  exact  nature  of  work  allocation  will  need 
to  be  related  to  Ministry,  Division  and  Branch  needs  in  the 
wider  context. 

An  example  of  the  precise  nature  of  the  division  of 
duties  might  be  the  allocation  of  legislation  activity  between 
the  Division  and  Branch  level  planning  units.  A  more  complete 
concentration  of  legislation  at  the  Division  level  would  provide 
for  a  significant  concentration  of  legislation  skills  to  the 
benefit  of  the  Revenue  Division  and  would  facilitate  the 
eventual  functionalization  of  Revenue  activities. 

However,  if  it  is  the  intention  to  consolidate 
Revenue  branches,  rather  than  functionalize  their  activities, 
such  a  move  could  be  a  hinderance.  In  which  case  a  separation 
of  the  legislation  function  which  placed  a  significant  amount 
of  discretion  and  involvement  at  the  branch  level  would  be 
more  appropriate. 
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STAFF  RECRUITMENT  POLICY  FOR  PLANNING  AND  RESEARCH 


The  successful  implementation  of  Planning  and  Research 
proposals  made  in  the  report  depends,  in  part,  on  the 
identification  of  the  staffing  qualities  needed  to  operate 
the  Planning  and  Research  units  effectively.  In  particular 
the  selection  of  the  unit  heads  is  most  critical. 

The  Treasury  Board  of  the  Government  of  Canada  is 
presently  reviewing  its  experience  with  Departmental  Planning 
and  Evaluation  groups  to  determine  why  these  groups  do  not 
appear  to  be  as  effective  as  originally  anticipated.  Their 
initial  findings  support  published  opinions  on  the  subject 
and  include  the  points  discussed  in  the  following 
paragraphs . 


Planners  are  the  ultimate  staff  people;  they  attempt 
to  encourage  operating  directors  and  managers  to  think  about 
issues  which  management  would  rather  not  address,  issues  that 
are  frequently  unfamiliar  to  them,  and  with  completion  dates 
that  seem  totally  unrealistic.  Research  people  are  often 
regarded  as  abstract  thinkers  or  mathematical  playboys,  a 
luxury  only  large  corporations  can  afford.  When  people 
think  of  planning  and  research  the  idea  of  separate,  isolated 
existence  also  comes  to  mind;  so  does  the  idea  of  mobile  high 
priced  help.  If  planning  and  research  functions  do  not 
exist  in  an  organization  the  possibility  of  their 
introduction  is  regarded  as  a  further  intrusion  into  the 
domain  of  the  operating  branch  director. 
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To  counteract  preconceived  thoughts  on  these  topics 
the  appointment  to  planning  and  research  units  of  staff  already 
in  the  organization  is  of  great  value.  In  the  Ministry  of 
Revenue  this  should  be  translated  to  include  people  presently 
in  operating  areas,  not  just  the  movement  of  planning  and 
research  staff  from  an  existing  unit  to  new  planning  and 
research  unit.  Some  current  planning  and  research  staff  would, 
as  a  consequence,  have  to  be  placed  in  operating  capacities. 

In  staffing  the  planning  and  research  units  it  could 
be  a  worthwhile  policy  to  require  that  key  positions  be  filled 
by  "persons  who  have  acquired  a  working  knowledge  of  some  aspects 
of  the  Ministry  and  demonstrated  ability  and  judgement  during 
their  appointment  to  other  posts  within  the  Ministry”. 

Planning  and  Research  staff  should  also  be  good 
communicators  to  counter  the  possibility  of  isolated  development 
and  operation.  Planning  and  Research  personnel  who  are 
prepared  to  "trade”  influence  with  operating  departments  are 
to  be  preferred  to  the  detached  variety,  they  must  not, 
however,  be  permitted  to  become  centres  of  power  in  their  own 
right.  They  must  have  the  strategic  capability  to  service  the 
organizations  they  are  part  of,  in  a  way  which  is  of  value, 
not  in  a  way  which  constrains  or  guides  future  direction 
without  sanction  from  senior  management. 

The  Ministry  could  well  benefit  from  an  approach 
which  upgrades  the  planning  and  research  capabilities  of 
competent  staff  rather  than  imparting  operating  skills  to 
"professional”  planners  and  researchers. 
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IMPLEMENTATION  PLANS  AND  TIME  SCALES 


The  research  function  will  take  longer  than  the 
planning  function  to  become  established.  It  is  anticipated 
that  improved  research  data  and  interpretations  could  be 
available  from  the  Division  level  within  six  months.  The 
Economic  and  Operational  Research  Unit  and  Ministry  level 
will  probably  take  a  year  to  produce  beneficial  results. 

Both  the  Ministry  level  and  Division  level  planning 
capabilities  have  immediate  issues  which  can  be  addressed 
that  are  not  dependent  solely  on  upgraded  research  data.  The 
impact  of  planning  functions  should  therefore  be  apparent 
soon  after  their  creation. 

A  successful  planning  function  may  need  an 
organizational  review  within  say,  two  years  of  being  established. 
Provided  effective  communications  at  all  levels  can  be 
maintained  and  the  diversion  to  non-planning  activities 
avoided,  a  transition  from  "Top-Down"  to  "Botom-Up"  input 
for  planning  could  become  apparent.  This  could  warrant  the 
reduction  of  capability  at  Ministry  level  and  an  increase 
at  Division  level. 

In  the  case  of  both  Planning  and  Research  the 
education  of  potential  users,  and  reassurance  as  to  the  roles 
to  be  performed,  must  play  a  prominent  part  in  the 
implementation  program.  Intense  activity  on  projects  without 
regard  to  these  aspects  will  reduce  the  prospects  of  effective 
operation  in  the  longer  term  . 

A  possible  implementation  program  for  Planning  and 
Research  activities  is  included  as  Appendix  C,  page  171. 

In  view  of  the  implementation  time  scales  it  would  be  advisable 
to  implement  Ministry  level  research  as  an  immediate  priority. 
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APPENDIX  A 


INVENTORY  OE  PLANNING  AND  RESEARCH 
POSITIONS  IN  THE  MINISTRY 
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APPENDIX  B 


COMPARATIVE  RESOURCES 


CANADA,  QUEBEC  AND  ONTARIO 


1. 


COMPARATIVE  RESOURCES  -  REVENUE  FUNCTIONS 
IN  CANADA,  QUEBEC  AND  ONTARIO 


1.1  The  table  below  compares  the  complement  of  the 
Department  of  National  Revenue  (Taxation) ,  and 
Quebec  Ministry  of  Revenue  and  the  Ontario  Ministry 
of  Revenue  at  the  31st  January,  1975.  Percentage 
figures  are  included  to  permit  staffing  comparisons 
in  relation  to  total  complement.  Data  for  the  table 
has  been  extracted  from  the  organization  charts 
included  with  this  appendix. 


Canada 

Quebec 

Ontario 

Organization  Unit  of  Function 

No. 

% 

No. 

% 

No. 

% 

1.  Department/Ministry 

11,209 

100 

4,038 

100 

4,164 

100 

2.  Operating  Units 

9,877 

88 

3,759 

93 

3,949 

95 

3.  Service/Support  Management 

1,332 

12 

279 

7 

215 

5 

4.  Intermediate/Long  Range 

465 

4.1 

173 

4.2 

74 

1.8 

Planning,  Research  and 
Implementation 

5 .  Research 

50 

0.4 

25 

0.6 

15 

0 . 5 

6  .  Planning 

100 

0.9 

14 

0 . 3 

10 

0 . 2 

7.  Implementation 

315 

2 . 8 

135 

3.3 

49 

1.1 

Table  1  -  Illustration  of  Comparative  Resources 

(in  terms  of  Complement)  allocated  to 
Service  Functions  and  Planning,  Research 
and  Implementation  Functions  in  three 
j  urisdictions . 
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1.2  The  relationship  between  complement  in  operating 
units  and  the  total  complement  is,  in  part,  a 
measure  of  operational  philosophy  and  the  nature  of 
Ministry  or  Departmental  Goals.  The  Department  of 
National  Revenue  has  embarked  in  recent  years  on  a 
service  oriented  program.  Since  1970  the  total 
complement  has  increased  by  38%  to  11,209  and 
total  costs  have  increased  by  approximately  70%  to 
in  excess  of  $125.5  million. 

1.3  The  Quebec  Ministry  of  Revenue  is  organized  on  a 
functional,  rather  than  program/activity  basis. 

Whilst  this  causes  several  jobs  to  appear  in 
Service  or  Support  areas  which  might  otherwise  appear 
in  Operating  areas ,  care  must  be  taken  to  minimize 
this  distortion.  The  Quebec  Ministry  has  undergone 

a  major  reorganization  since  1971  and  is  currently 
involved  in  extensive  development  work  associated 
with  common  data  bases  for  all  taxes. 

1.4  It  would  appear  from  the  above  figures  that  the 
Ontario  Ministry  of  Revenue  is  more  heavily  oriented, 
than  its  counterparts ,  to  operational  and  short  term 
planning/research  needs. 

1.5  Further  evidence  of  this  can  be  found  in  the 
comparison  of  intermediate  and  long  range  planning, 
research  and  implementation  resources.  The  Ontario 
allocation  is  less  than  45%  of  the  proportional 
allocation  made  by  the  other  jurisdictions.  Most 
of  this  difference  is  accounted  for  by  reduced 
commitments  to  Planning  and  Implementation.  It  was 
also  noted,  however,  that  the  quality  of  research 
activity  in  the  other  jurisdictions  appeared  to  be 
substantially  in  advance  of  current  practices  in 
the  Ministry  of  Revenue. 


164 


0 

JJ 

<0 


i 


16  S 


ORGANISATION  CHART  SHOWING  PLANNING  RESEARCH  &.  IMPLEMENTATION 
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ORGANISATION  CHART  SHOWING  ALLOCATION  or  PLANNING  RESEARCH  &  implementation  FUNCTIONS 
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ORGANISATION  CHAKT  showing  DETAIL  OF  PLANNING,  RESEARCH  jj  DEVELOPMENT. 
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ORGANISATION  CHART  SHOWING  ALLOCATION  OF  (REVENUE  BR.ANC.H  PLAlMNtNG  ,  RESEARCH  it.  IMPLEMENTATION 


APPENDIX  C 

IMPLEMENTATION  PROGRAM 


IMPLEMENTATION  PROGRAM  FOR  PLANNING  AND  RESEARCH  ACTIVITIES 
IN  THE  MINISTRY  OF  REVENUE 


1.  MINISTRY  LEVEL  RESPONSIBILITY 
1 . 1  Long  Range  Planning 


(a) 

The  Development  of  Management  Information 

Systems 

(i) 

The  establishment  of  the  goal  setting  and 
review  process  to  Branch  level. 

(ii) 

The  identification  of  output  indicators 
selected  to  control  Branch,  Division  and 

Ministry  operations  in  terms  of  established 
goals  and  objectives.  The  development  of 
management  report  structure  consistent  with 
financial  and  operational  inputs  and  outputs. 

(iii) 

The  creation  of  performance  bases  for  output 
indicator  comparisons  with  time  and  the 
identification  of  significant  variances. 

(iv) 

The  investigation  of  means-ends  Hierarchies 
to  understand  input/output  relationships  in 
Ministry  programs. 

(v) 

The  progressive  development  of  operational  and 
program  performance  measures  and  the  application 
of  socio-economic  analysis  to  Ministry  programs. 

(vi) 

The  development  of  the  multi-year  planning 
process  to  incorporate  output  indicators ; 
recognizing  the  sensitivity  of  means-ends 
relationships  to  potential  program 
adj  us tments . 

(vii) 

The  development  of  a  comprehensive  management 
information  system  incorporating  input  and 
output  indicators  to  permit  the  evaluation  of 
efficiency  and  effectiveness,  and  to  permit 
the  evaluation  of  alternative  priorities  by 
adjustment  to  available  resources,  quality 
standards,  and  reaction  or  delivery  capability. 
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The  Promotion  of  Strategic  Thinking 


(b) 

(i)  The  development  of  strategic  thinking  amongst 
Branch  Managers  by  the  use  of  planning  letters 
and  questionnaires  or  by  requests  for 
submissions  originating  from  the  Deputy 
Minister  on  subjects  of  interest. 

(ii)  The  creation  and  operation  of  long  range  task 
forces  or  study  groups  to  intercept  the 
effects  of  potential  economic  trends  on  the 
operation  of  the  Ministry  programs. 

(c)  The  Creation  of  Ministry  Organization  Plans 

(i)  The  identification  of  organization  guidelines 
to  support  the  goals  and  objectives  of  the 
Ministry,  and  the  development  of  organizational 
alternatives  for  the  achievement  of  Ministry 
operating  goals . 

(ii)  Review  the  impact  of  trends  in  information 
technology  on  management  decisions  and 
performance  and  on  the  viability  of 
organizational  alternatives. 
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1 . 2  Economic  and  Operational  Research 


(a) 

Basic  Research  Direction 

(i) 

Forecast  and  calenderize  revenues. 

(ii) 

Forecast  and  calendarize  expenditure  trends 
using  multi-year  plan,  estimates,  human 
resource  predictions  and  salary  trends. 

(iii) 

Accumulate  financial  and  operational  output 

data  and  relate  to  resource  costs.  Produce 

operating  cost  parameters  in  each  of  the 
fundamental  areas  of  operation  including 
functional  and  geographic  separations. 

(iv) 

Develop  data  on  criteria  and  variables 
affecting  each  major  area  of  Ministry  operation. 

(v) 

Accumulate  and  interpret  data  on  economic  and 
population  trends  affecting  corporate  and 
consumer  behaviour  including: 

Population  growth  movement  and  make  up  by 

age  group. 

Family  size  trends  and  composition. 

Average  wage  rates. 

Unemployment  rate. 

Time  lost  due  to  work  stoppages. 

Retail  Sales . 

Comsumer  price  index. 

Consumer  credit  outstanding. 

Business  earnings,  profits  and  failures. 

Number  of  Housing  Starts  and  Sales. 

Building  Costs. 

Property  purchase  and  rental  cost  information. 
Assess  the  potential  affect  on  Ministry  programs, 
in  terms  of  program  viability,  need  for  policy 
on  emergent  aspects  of  ongoing  programs  and 
potential  areas  for  contingency  research  not 
presently  covered  by  ongoing  programs. 
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(vi)  Undertake  contingency  research  from 

population  and  administrative  investigations 
undertaken  to  assess  basic  operating 
characteristics  and  scope  for  new  programs. 

(b)  In  Support  of  Basic  Research  Direction 

(i)  Confirm  control  and  operating  data  needs  by 
the  development  of  program  models  and 
simulations,  including  the  development  of 
regression  analyses  to  identify  sensitivity 

of  operating  variables  to  program  effectiveness. 

(ii)  Investigate  the  potential  of  promoting  cost 
effective  operation  from  the  optimization  of 
operating  and  program  components.  (i.e.  areas 
of  geographic  concentration,  allocation  of 
resources  to  audit  or  quality  control,  upgrading 
of  capabilities  on  potentially  sensitive 
growth  issues . ) 

(iii)  Upgrade,  through  program  outputs  and  other 
economic  and  population  data  Ministry 
knowledge  of  basic  trends  within  the  Province 
and  Nationally. 

(iv)  Compare  economic  and  population  trends  from 
external  and  Ministry  program  sources. 


(c)  In  Support  of  Specific  Short  Term  Needs 

(i)  Undertake  specific  research  studies  in  areas 
not  covered  by  basic  direction. 

(ii)  Develop  inventory  of  existing  Ministry 
research  studies  and  activities  capable  of 
supporting  research  work. 

(iii)  Discuss  with  operating  Branches,  the 
collection  of  specific  data  as  a  consequence 
of,  or  in  conjunction  with  their  day-to-day 
operations . 

(d)  Ministry  Level  Support 

(i)  Operate,  or  be  represented  on,  committees  of 
inter  Ministry  or  intra  Ministry  nature  such 
as  Metrication,  Equal  Opportunity  and 
Bilingualism. 

(ii)  Liaise  with  other  Ministry  and,  Government 
level  planning  functions  and  with  similar 
groups  in  other  jurisdictions  and  advise  on 
broad  directions,  and  interests  in  the 
sphere  of  planning. 
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2. 


DIVISION  LEVEL  RESPONSIBILITY 


2 . 1  Planning  and  Legislation  Functions 

Prime  responsibility  for  the  following: 

(a)  All  major  policy  development  affecting  the 
Division  and  activities  at  Branch  level 
including : 

(i)  the  identification  of  program  objectives, 
evaluation  criteria  and  activity  goals; 

(ii)  the  organization  and  allocation  of  activities 
and  resources  within  the  program  structure; 
and 

(iii)  the  development  of  new  legislation  and  major 
revisions  to  existing  legislation  within  the 
revenue  program. 

(b)  Investigation  of  the  trends  in  information 
technology  and  its  application  to  taxation 
and  income  support  activities  including: 

(i)  the  administrative  and  control  impact  on 
existing  Branch  activities; 

(ii)  its  effect  on  the  viability  of  alternate 
organization  structures;  and 

(iii)  its  effect  on  the  viability  of  new  taxation 
areas . 

(c)  Review  of  taxation  and  income  support  programs 
in  other  jurisdictions  and  their  potential 
application  to  the  Province  of  Ontario. 
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Parti 

(d) 

(e) 

(f) 


cipation  in  the  following: 

Multi-year  planning  processes  and  goal  setting 
and  review. 

Input  to  data  analysis  processes  and  the 
specification  of  outputs  for  Division  control 
and  information  purposes. 

Ministry  level  projects  of  a  special  or 
contingency  nature. 


177 


3. 


BRANCH  LEVEL  RESPONSIBILITY 


3 . 1  Planning  and  Legislation  Functions 

Exclusive  responsibility  for  the  following: 


(a)  Appraisal  and  review  of  operating  systems 
to  determine : 


(i)  Procedural  relevance  to  known  Branch 
ob j  ectives . 


(ii) 


The  allocations 
component  parts 
consistent  with 


of  Branch  resources  to  the 
of  the  Branch  activities 
objectives  and  priorities. 


(iii) 


The  maintenance  of  operational 
manuals  to  provide  guidance  to 
staff . 


and  control 
operating 


(b)  The  consolidation  and  redesign  of  Branch 

systems  and  documentation  both  clerical  and 
E.D.P.  for  the  better  achievement  of  Branch 
objectives  or  administrative  efficiency 
(provided  the  area  of  study  does  not  impact 
upon  policy  issues  or  affect  the  operation 
of  another  Branch) . 


(c)  The  legislative  interpretation  of  Acts  and 

Regulations  being  administered  by  the  Branch 
and  the  review  of  objections  to  taxation 
assessment,  income  support  disqualification 
or  tax  allocation. 


(d)  The  indexing  and  maintenance  of  legislation 

manuals  including  interpretations,  precedents, 
rulings  and  operating  guidelines. 
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Participation  in  the  following: 

(e)  Appraisal  and  review  of  Branch  systems  and 
techniques  having  an  impact  on,  or  being 
of  interest  to,  a  number  of  Branches 
including : 

(i)  On-line  data  retrieval  systems. 

(ii)  Audit  selection  processes. 

(iii)  Multi-year  planning  processes  and  goal  setting 
and  review. 

(f)  Transfers  of  operating  responsibilities 
between  Branches. 

(g)  Preparation  of  New  Legislation  and  the 
interpretation  of  implications  of  proposed 
drafts . 

(h)  Input  to  data  analysis  processes  and  the 
specification  of  outputs  for  Branch  control 
and  information  purposes. 
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ORGANIZATION  OF  SERVICES  IN  THE  MINISTRY 
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ORGANIZATION  OF  SERVICES  IN  THE  MINISTRY 


The  organization  of  the  services  function  in  the 
Ministry  depends  primarily  on  the  organization  of  the  program 
delivery  divisions.  Currently  the  Assessment  Division  is 
organized  with  central  control  of  the  geographically  dispersed 
offices  which  the  nature  of  the  program  requires.  The 
Revenue  Division  is  organized  to  apply  Provincial  tax 
legislation  through  branches  responsible  for  particular  acts. 
The  support  services  are  partially  gathered  into  a  division, 
partially  reporting  separately  to  the  Deputy  Minister  and 
partially  contained  in  the  program  delivery  divisions. 

Alternative  Structures 

There  are  three  basic  options  for  organizing  the 
program  delivery  units. 

1.  A  form  of  horizontal  integration  of  the  two  main 

program  delivery  units. 

The  objective  would  be  to  concentrate  administrative 
control  of  the  two  programs,  and  the  means  would  be  to 
emphasize  the  factors  common  to  both  units,  which  are 
the  operation  of  field  offices  across  the  Province  and 
an  interest  in  real  estate  transactions.  In  terms  of 
closest  common  interests  both  units  have  more  in  common 
with  the  Land  Registry  Systems  than  with  each  other. 

We  believe  this  option  is  not  feasible  now,  because: 

(a)  the  two  programs  are  so  different  that  effective 
and  efficient  management  would  be  difficult  to 
achieve ; 

(b)  considerable  time  would  be  needed  to  develop  and 
implement  an  integration  and  hence  the  costs  would 
be  a  deterrent; 
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(c)  we  believe  there  would  be  strong  resistance  from 
operations  personnel  in  both  divisions  ; 

(d)  the  1976  deadline  for  the  implementation  of  market 
value  based  assessments  could  not  be  met  if  the 
Assessment  Division  was  disrupted; 

(e)  integration  of  the  programs  would  severely  restrict 
Government’s  options  for  the  future  placement  of 
the  assessment  function. 

We  did  not  carefully  consider  how  services  might  be 
provided  in  this  option  because  of  our  rejection  of  the 
concept  for  the  foreseeable  future.  We  suggest  that  a 
thorough  examination  of  this  idea  could  be  undertaken 
by  the  proposed  Ministry-level  Planning  and  Research 
Branch . 

2.  This  option  involves  restructuring  the  Revenue 

Division  either  by  consolidating  the  branches  now 
organized  by  specific  legislation  into  units  responsible 
for  categories  of  taxation,  or  on  a  functional  basis. 

Factors  which  require  consideration  if  these  options 
are  to  be  pursued  are: 

(a)  the  desirability  of  placing  district  offices  in  the 
same  places  as  the  Federal  District  Taxation  Offices 

(b)  the  general  shortage  of  people  with  audit  training; 

(c)  the  desirability  of  introducing  changes  on  a  phased 
schedule  to  spread  the  arbitration  work  in  which 
senior  management  will  become  involved; 

(d)  the  careful  avoidance  of  disruptions  of  Ministry 
services  which  could  adversely  affect  meeting  the 
1976  deadline  for  the  implementation  of  market 
value  assessment  by  the  Assessment  Division; 

(e)  the  difficulty  which  the  Provincial  Government  of 
Quebec  appears  to  be  experiencing  by  re-organizing 
the  Ministry  of  Revenue  on  a  functional  basis. 
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Whichever  way  this  Division  might  be  structured 
we  think  it  will  need  its  own  operations  research 
capability,  debt  collection  group  and  data  base 
management  group.  The  placement  of  the  other  services 
is  more  thoroughly  explored  in  the  third  option. 

We  have  not  examined  these  possibilities  in  detail, 
but  have  prepared  Charts  I  and  II  to  illustrate  the 
ideas . 
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REORGANIZATION  OF  THE  REVENUE  DIVISION 
BY  CATEGORY  OF  TAXATION  . 


COMMODITY 

(Gas . ) 
(R.S.T.) 


— 1 


COMPTROLLER 

OF 

REVENUE 


OPERATIONS! 
RESEARCH 


CHART  I 


ORGANIZATION  OF  THE  REVENUE  DIVISION 


ON  A  FUNCTIONAL  BASIS 


CHART  II 
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CHART  III  CURRENT  ORGANIZATION  OF  THE  MINISTRY  OF  REVENUE,  MAY  1975 
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This  option  concerns  the  alternative  ways  of 
organizing  support  services  in  the  context  of  the  current 
Ministry  structure.  This  structure  is  shown  in  a 
simplified  form  on  Chart  III. 

Criteria  by  which  alternatives  could  be  judged 
include 

(a)  legislative  requirements  and  Management  Board 
directives ; 

(b)  improved  support  for  senior  management; 

(c)  internal  control  considerations; 

(d)  efficient  delivery  of  services; 

(e)  improved  co -hes iveness  of  Ministry  activities; 

(f)  nature  and  complexity  of  functions; 

(g)  reasonable  span  of  control  of  managers; 

(h)  availability  of  personnel. 

The  organizational  placement  of  the  Legal  Services 
Branch  is  governed  by  the  first  criterion.  By  Management 
Board  Directive  the  Branch  Director  reports 
administratively  to  the  Deputy  Attorney  General  and  to 
the  Deputy  Minister  for  the  provision  of  service  in 
the  Ministry. 

The  Audit  Services  Branch  is  usually  placed  so  that 
it  reports  directly  to  the  chief  executive  of  an 
organization,  for  internal  control  considerations.  We 
agree  with  this  placement  in  this  Ministry  particularly 
because  the  Branch  conducts  operational  audits  and 
not  only  internal  financial  audits. 

Management  Systems  Branch  currently  reports  directly 
to  the  Deputy  Minister.  C.O.G.P.  recommended  that  the 
systems  co-ordination  function  should  be  directed  by  the 
senior  management  of  ministries,  and  we  recognized  the 
strength  of  the  recommendation.  We  have  recommended 
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the  establishment  of  a  Ministry  Planning  and  Research 
Branch  which  has  an  equally  valid  claim  on  the 
attention  of  senior  management,  and  the  criterion  of 
management's  span  of  control  must  then  be  tested. 

The  Deputy  Minister  currently  has  nine  units 
reporting  to  him.  In  addition  to  the  Planning  and 
Research  Branch,  the  Personnel  Branch  has  also  made  a 
case  for  a  direct  reporting  relationship  with  the 
Deputy  Minister,  on  the  valid  grounds  of  the  Ministry's 
heavy  reliance  on  its  personnel  to  meet  its  objectives. 
This  claim  is  enhanced  by  the  expanded  role  which  we 
have  recommended  that  it  be  given. 

If  these  two  branches  were  to  report  directly  there 
would  be  a  total  of  eleven  such  units,  and  we  believe 
that  an  unreasonably  heavy  supervisory  burden  would  be 
placed  on  the  Deputy  Minister. 

The  technical  complexity  of  the  Management  Systems 
and  Planning  and  Research  services  suggested  that  these 
two  Branches  be  placed  under  one  Director  who  would 
report  to  the  Deputy  Minister.  The  advantages  would  be 
a  reduction  in  the  number  of  directly  reporting  units 
to  ten,  and  enhanced  probability  of  close  work  between  the 
Branches . 

However, the  supervisory  burden  would  still  be  heavy. 
If  an  expanded  role  is  developed  for  the  Province  of 
Ontario  Savings  Office  then  it  would  become  unreasonable. 
We  therefore  considered  placing  the  Management  Systems, 
Planning  and  Research  and  Personnel  Services  Branches 
reporting  to  the  Executive  Director  of  the  Support 
Services  Division,  which  would  reduce  the  span  of  control 
to  a  reasonable  state. 
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Support  Services  Division 


The  Executive  Director  currently  has  three  Branches 
reporting  to  him.  Two  considerations  against  placing  all 
services  under  one  office  are  that  the  complexity  and  variety 
of  services  could  be  difficult  to  manage,  and  that  this 
concentration  of  services  could  lead  to  the  diversion  of 
influence  in  the  management  of  the  Ministry  from  the  operations 
units  to  the  service  unit. 


In  respect  of  the  first  consideration  we  have 
recommended  that  responsibility  for  the  supply  and  custody 
of  common  and  custodial  stocks  be  transferred  to  MOGS. 

If  this  occurs  then  the  responsibilities  of  the 
Administrative  Services  Branch  will  be  substantially  reduced 


In  respect  of  the  second  considerat 
decentralization  of  the  services  between  the 
operations  divisions.  This  becomes  difficult 
because  of  the  necessity  for  the  Ministry  to 
entity  to  the  central  agencies  of  Government, 
in  accounting  matters.  It  would  lead  to  dupl 
facilities  and  hence  inefficient  delivery  of 
would  also  hinder  the  sought  for  co-hesivenes 
of  the  Ministry  programs. 


ion  we  considered 
two  main 
in  practice 
respond  as  an 
particularly 
ication  of 
services.  It 
s  in  the  operation 


The  only  service  which  we  think  could  reasonably 
be  decentralized  is  the  purchasing  function,  provided  MOGS 
takes  up  the  responsibility  for  supply  and  custody  of  common 
and  custodial  stocks.  Then  limited  purchasing  capability 
would  be  required  by  each  of  the  two  main  divisions  to  manage 
their  supply  requirements,  both  common  and  custodial. 
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Another  factor  of  importance  is  the  management  styles 
of  the  Deputy  Minister  and  the  Executive  Directors.  Where 
the  senior  managers  deal  directly  with  service  branch  directors 
in  the  ordinary  course  of  affairs,  as  happens  in  this 
Ministry  then  there  is  less  likelihood  of  problems  occuring 
in  the  provision  of  services  to  operations  units. 


Merger  of  the  Finance  and  Administrative  Services  Branches 


On  considering  the  foreseen  range  and  complexity  of 
services  to  be  provided  by  the  two  Branches,  we  think  the 
services  could  be  delivered  by  two  separate  units  to  be 
responsible  for  the  services  now  provided  by  the  separate 
Branches,  headed  by  a  manager  in  each  and  reporting  to  one 
director . 


The  merger  would  have  a  substantial  effect  on  many 
people  in  the  Branches  and  would  have  to  be  done  in  stages. 
The  first  effect  would  be  to  reduce  the  number  of  directors 
by  one;  one  current  director  and  presumably  one  secretary 
would  have  to  be  placed  elsewhere. 


The  probable  classification  of  the  three  possible 
Director’s  positions  has  been  examined.  The  present  Director 
Financial  Services  is  a  Program  Executive  3  position.  The 
present  Administrative  Services  Director  is  a  P.E.  1. 
Different  circumstances  are  possible. 


(a)  A  combined  administrative  and  financial  services 

branch  with  the  records  management  and  forms  design 
functions  being  added,  and  the  supply  of  common  and 
custodial  stock  functions  being  transferred  to  the 
Ministry  of  Government  Services. 


We  believe  that  the  director's  position  with  these 
responsibilities  would  be  a  Program  Executive  3. 


(b)  A  combined  administrative  and  financial  services 
branch  with  the  records  and  forms  design  functions  being 
added,  and  the  supply  of  common  and  custodial  stock  being 
retained  in  the  Ministry  of  Revenue. 

We  believe  that  the  director's  position  with  these 
responsibilities  would  be  a  very  strong  Program 
Executive  3. 

(c)  Separate  branches  for  administrative  services  and 
financial  services  with  the  records  management  and  forms 
design  functions  being  added  to  administrative  services, 
and  the  supply  of  common  and  custodial  stock  being 
retained  in  the  Ministry  of  Revenue. 

We  believe  that  the  addition  of  the  responsibility 
for  the  records  management  and  forms  design  function 
is  sufficient  to  warrant  increasing  the  director's 
position  in  administrative  services  to  the  Program 
Executive  2  level,  and  the  director's  position  in 
financial  services  should  be  adjusted  to  the  Program 
Executive  2  level. 

In  addition  to  the  above,  we  considered  what  effect 
the  inclusion  or  absence  of  responsibility  for  library  services 
would  have  in  each  of  the  three  circumstances.  We  believe 
that  this  responsibility  would  not  be  sufficient  to  warrant 
any  adjustment  to  the  classification  recommendations. 

Second,  we  consider  implementation  of  our 
recommendations  on  accounting  procedures  in  the  merged  branch 
could  release  up  to  three  positions:  two  expenditure 
accounting  personnel  and  one  clerk  from  the  administrative  unit. 

Third,  when  all  common  stock  items  are  obtained 
from  MOGS  up  to  four  positions  could  be  released. 
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Fourth,  if  custodial  stocks  are  managed  by  MOGS 
up  to  seven  positions  could  be  released,  and  the  Assessment 
and  Revenue  Divisions  would  receive  purchasing  staff  of 
one  Purchasing  Officer  and  one  clerk  typist  each  to  meet 
their  purchasing  needs. 

The  merged  Branch  would  be  expected  to  provide  an 
Accommodation  Officer,  a  co-ordinating  purchasing  officer  and 
fixed  assets  controls.  We  think  these  functions  could  be 
performed  and  managed  by  a  Manager  of  Administrative  Services 
with  a  small  staff,  reporting  to  the  Director. 


form  is 
summary 


A  suggested  structure  for  the  Branch  in  its  eventual 
shown  on  the  accompanying  organization  chart.  A 
of  the  foreseen  complement  changes  is  as  follows: 


Financial  Services 


current 


31 


Administrative 

Services  current 

41 

72 

Less  Transfer 

to 

Planning  and  Research 

2 

Transfer 

to 

Assessment  Division 

2 

Transfer 

to 

Revenue  Division 

_2 

6 

Released 

on 

merger 

5 

Released 

on 

stock  transfers 

n 

2_2 

50 

Add  Transfer 

from  Management  Systems 

7 

Eventual  Branch  ' 

Complement 

5_7 

The  net  saving  in  complement  is  primarily  due  to  the 
proposed  transfer  of  responsibility  for  common  and  custodial 
stocks  to  MOGS,  and  is  therefore  dependent  on  the  successful 
conclusion  of  the  proposed  transfers. 
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Summary  of  Organizational  Placement  Recommendations 

We  recommended  that  the  Audit  Services  Branch,  the 
Communications  Advisor  and,  as  required,  the  Legal  Services 
Branch  report  directly  to  the  Deputy  Minister. 

The  Planning  and  Research  Branch,  Management  Systems 
Branch,  Personnel  Services  Branch  and  the  merged  Financial  and 
Administrative  Services  Branch  should  report  to  the 
Executive  Director,  Support  Services  Division. 

The  effect  of  these  recommendations  is  shown  on  the 
accompanying  organization  chart. 
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Sales  Tax  ' -  Income  5  1 - Administrative  Regional 

District  Tax  Credit  Services  Offices 

Offices  f!21  Branch  Branch _ _  (31) 

^Provided  by  the  Ministry  of  the  Attorney  General 
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APPENDIX  I 


TEAM  MEMBERS 


A.  Bock 


Policy  Officer, 
Assessment  Division. 


A.M.  Campbell  Management  Consultant, 

Campbell  Johnston  Leonard  Ltd. 


M.H.  Gibson 


Director , 

Retail  Sales  Tax  Branch. 


B.M.  Homer 


Senior  Personnel  Administrator, 
Personnel  Services  Branch. 


F.I.  Stephens  Director, 

Audit  Services  Branch. 


In  addition,  the  following  people  were  seconded  for 
short  periods  to  work  on  specific  sections  of  the 
report . 


A.M.  Birney  Management  Consultant, 

Ministry  of  Government  Services. 


J.M.  Evans  Operational  Auditor, 

Audit  Services  Branch. 


J.  Forsyth  District  Audit  Supervisor, 

Hamilton  District  Office, 
Retail  Sales  Tax  Branch. 


M.I.  Svanks  (Miss)  Senior  E.D.P.  Auditor, 

Audit  Services  Branch. 
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